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maintenance, long accepted in the Savy for upkeep of. guns, 
fire control equipment, end all ship's machinery. In fact, 
the scheme presented is a checklist. It is simed at ap- 


motivation in order to better serve ac a Goubie-check on 
the lea@ership ani administration wethods. This is an at 
tempt to refine the theories and facts of one phase of lead- 
ership into a sotentific instrument for practicaliuse. 
The list, presented in this Thesis, is designed for 
use by leaders in the United States Navy. It is necessary 
to limit the situation covered to the Navy in order to keep 
the check-list brief ond workable for a specific situation. 
It is the hope of the author that this list will develop 
and grow to be a useful scheme, or tool of personnel ad- 


ministrators, in or out of the Navy, If this list will 


aia any Navy officers to maintain their personnel in the 
highest state of efficiency, usefulness, enthusiasm, and 
readiness for emergencies, it will have served ite purpose, 
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ful consideration of his idens, and for many useful sugges- 
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GHAPTER 7 
THE HEED ORK IMPROVING MOTIVATION IN THE HAVY 


' The objective is « syetem for obtaining increased 
Navy by focusing attention on the human element. All — 
strongly interlocked. It is proposed te attack the pro- 
blem of producing and maintaining high morale and enthus- 
euhaenader it from the coprondh of nottration. Mie 

fire controlmen fir Glass she did not desire t6 00 

; ot OTiIvVA TION the fast that ke 
nea severe tee mine» have been Girected to senda 
Olass, were required. A survey of the orew showed that ~ 
that none of the seamen were qualified for euch a school ~ 
tory in the service records, In fatt, all mens ‘Save one, 
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expressed a strong and positive desire not be be sent_ 
the casioned orders to. pok, two... 
erences: z-basss and, detest, apa, to, sshool. Que, seamen, £ 
Sarat. classe not. theoretically qualified for a subjeos . 
GEPAE. OPA LEPAh, iffioult, but. who was.at les a 
) ARF... 
ofan marae etapa fire eontral- 
man, fo some extent, his officers were able to convince — 
sant, was. selected for, reasons, of expediency. He was the 
fire controlman first class who did not desire to go» 
‘Raving many reasons of his own, including the fact that he 
has previously attended. Obviously, the officers concerned 
were trying to train our sailora, were attempting to do it 
Aah Ren seh seh sEAhemathe Beant, ant vans ef the hept 


gered would have, been more aatisfiods the students probably 
would have gained more knowledge or skill, and the efficiency © 


of the Navy would have been improved. 


In the example described above, some officers were” 
at an organizational level where the difficulties were 
particularly obvious, yet some of the remedies were far 
beyond control. Each officer sees Gifficulties and faults 
in other offices concerned with « problem, But it would — 

be more to the point if each person were to have @ fairly 
Glear view of hie own situation, a method of evaluating 
hie om unit, and a way to see some possible improvements, 
problem of the etudents hinged around what can be referred 
man &)plies a. of “heen sit eee 
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SHE TaesIg paod ws tive inesstives, oo tT fisanesel 
each administrator, and that application of such a scheme 
4ll.of this ean be. proved, it is — by presenting the 
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. fhe imporSanee of motivation im: bundgses and industry 
4m the United senon socconn sosesaatha by recognizing 
the followhag pointes... «= “onse’ offerd to etias ite 

ooo @» The deep concern of managesont with the problem 
\. . of dmoreasing production through improving human - 
tore, the Obeteneyeuss the Jovy system alone snd seive Ate 
ov Be The great asount of literature dealing with mane 
petea tha Ft anata Rhee coe “human engineer~ 


te garner epeseibie ef the applieatie bits ef si viisan. 


Wavy . ef nonefinaneial, tested and used by managements © 
vo Geo The great asiount of productions time lest through 
seis «Strikes, slowdowns, unoffieial work limite, feae |. 
fyoe (> Sherbedding, and other personnel inefficiencies. — 
49. no production lines. Pay cannot be os flexible nor as) 
well adapted te production incentives, Strikes againat the 
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government cannot be tolerated as are strikes in indwtry. 
Personnel of the Navy must be ready for varied eventualities. 
ean be drewn from facts learned by industry, There may be 
Some truth in Webster Kobinson's cthete to. the effect. 
that morale is the produst of incentives, — vee t Be 

ooti Tne Navy, does not, and. cannot. afford. to etiek. ste. a 
head in the sand; play its own gawe, proceed on the policy 

‘hat Bavy probleas ere completely different, and that there- 
fore, the Navy must we the Navy system slone and solve ite 
own probleas aingle handed, Ae proof, the fact should be 


noted. that many officers, are sent, yearly to universities 
to garner all possitie of the applicable bits of civilian 


ota ene revts—tere are —_ peer paige between 


isons are 


be dentred eventuay by the aon of ti 


Seis. eGrevean & G ¢ Yow i a? 


Wars 
OPA SROP ees 
ees 
ar ei 


5 RE ag: ee 


It is & simple matter to ee iteie quotations and faet- 
ual evidence to indicate 4 widespread belief that motivation 
id éadentini to effective learning. It is not necess 
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Motivation is important from the teaching end of edu- 
cation as well, ‘The Army Air Porees Aviation Psychology 
supervisors in both primary and advanced | schools have | 
ranked interest in the Job of teaching aa the quality of 
assisting each individual to teach himself, thus, each 
Anstructor must motivate each individual stuient to direct 
himself toward the tack of learning a subject and to do- 
so with sufficient energy to assure reasonable success. — 
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When desiring improved performance, educators often 


speek of motivation, indus trial managers speak of inoentives, 
and Army or Navy officers tend ‘wo refer more often to. ie 


@iplines, trainings, morale, or to leadership, All of those 
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_ Aglance et the prefaces.and tables of contents 
will show such subjects as loyaltys dutys dis- _ 
_ «-« Continuously studying lesdership, =. = «>, 
b. Lack of personal motivation in an individual has 
-. cess. In facts Professor John ©. Flanagan, of 
_ to motivational factora, "It was shown thst. 
gal” allay tian interests, inclinations, and 
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c. There have been many instences in militery his- 
tory when reaults have been lees than ideal due 
° °°. ghivking duty, retreet from battle, end low 
ee ooo ~pess im enewering e call to work, = = 
© ay The Aray and Wavy high comsands are continuously 


“0 - \ ettempting to influence men} to motivate them in 


of (Ls ome way or another, to enlist, or t fight, or 
=> $9 combat venereal disenee, or not to fraternize 


' geply he witha eonquered enemy) “9 8 ms 


“> (fhe trend in personnel administration sna personnel — 


BY ter assertions goncerning the personnel procedures used 
iit ccmelaeeah oF eihen be the services see: James C. 
“Military Personnel Administra 


Personnel = 3 he United States Army", 
Bhdo Personnel Revie Aprils 1945), wee 
ory , hor ne, “Hilitary Personnel Ad- 
minis trations “mmo United States Harine Corps*, 
w ize 19435), Vol. 4») Mo. Ss 
ese articles es presented the 
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applied. Sut here I mean progedures guided by systema- 

tized knowledge and@ organized facts. The trend is evident 

in the increased use of prediction methods, fact finding 
surveys, action based on such facts, improved classifieation 
of facts about the jobe to which the classified nen may~ 

be assigned. This thesie was born because of inability — 

to remember, or comprehend, or even t find any presenta- 

ef today, and which satisfied as being fecturl, systematic, 
T° be an exaggeration to 

‘apply the wrd ‘selentific* to the check-list scheme; but — 
the list is presented as a step toward more scientific per 
is based not on the presentation of any new facts, but 
tation and for use. unde that "Mil behewlew is ey 
Be proof seers to consist saly of tis avemation that thers 
Mit’ be o oeuee, eG at Bere ouers t be ae excepthens aj) 
Mibarier weet hevs behind it enue reason, poyenciecient,s 
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| Motivational psychology may be defined as the study 
ef all conditions which arouse ani regulate the behavior 
@ Felease of physical energy from the tissues. The regu- 
2Stion of behavior includes the control of activity through 
purposive determinations, as as the restriction of 


| The above definition 1s good because it is broad enough 
‘to over every possibility. In fact, the author wed the 
must be a cause, and as there seems to be no exception, all 
CerGharenmel Ws “i Surtions ars amilor, the resets. 
Bus the ie tionary éefinition is mors useful, "Moti- 
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eof movings impellings inducing, incit a is no. 
need, however, to hew strictly to any of the commonly ~ 
accepted definitions of sotivation. The purpose is the 
guides not the dictionary definition. Therefore, a de 
finition better fitting the purpose is that motivation 


regulate the behavior of sailors in ® manner to best —— 
SUMS WP Bevys is ot is cute times an additional girmup 

OF gubsest« is sheerved, a5 nearly Himiler oe powss cle: 
SRPEAEIMENTATION IN MOTIVATION = omtdh tions ait. 

poss Any. faote concerning motivation must be-drewn from ~ 
puting the result of adiing one or more incentives to @ =~ 
Given situation. It must be tried. Once tried, all that 
existing conditions, It will be impossible to exactly du- 


Bight cive different results. Still, if the importent - 
ee are similer, the results — 
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probably will be nearly similar, If experimentation can 
between motives and the behaviors shich follow them, it 

_ Satisfactory experimentation may follow one of ‘two 
‘The better of the two is probably the control method, Here 
‘the experiment is repeated as many tines as is useful or 
‘%o the first, under as nearly identical conditions as 
‘As not introduced, Results should show a difference be= 
At 4s difficult to prove beyond a doubt that the behavior 
resulting is Gue solely to the incentive, o= = => 
-\\. & sesond pattern is the case etuiy method. Hecords 
@ibles listing «11 of the conditions of a true experiment. 
‘ef the specific incentive, = = he Smee 
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_WAth all of tiie recorded history we have behind us, 

it would seem that by now, we should have many general isa- 
generalizations are far from being the scientific tools 
Jones, Dewey, and even such leaders of today as Nimitz and 
Halsey. ‘The results obtained by those leaters in action 
Yets we do not know whether some of the more modern leaders 
wAll be based on facts from true experiments. An attempt 

_. Very Little experimentation has been accomplished con- 
cerning the motivation of adult men, There are many reasons, 
to ave. or" nent awd ama. gece ay: ange A inst be: 


ys 


coe 
” om Seah Re AA wl 
as . ws 4 y 3 . ’ te ate » 3 
7 A ) < - a > 
Ses a an - P . $ te i 2 a ° 


oo. Bree 0 vas a 
LAN ER 


a A 


Py ‘ Fd Send a 
~<a — = 
~—? t a ay oe yer “Ve 
sl 4 ee a oe 


{9 te 1” agit 


. MTORR 


16 


of eGult sen for experinentetion are not always available 
vated. It ig seldoms or never, possible to measure learn- 
- Gults to be of maximum significance, the subjects should 
be adult men, sees men of the United States — 
eigenadhinmetaress Ana the motives of recruits are 
Rot necessarily identical to the motives of blue jackets 
With eight years of service, ©8098) he 
_. The establishment of satisfactory criteria for exper i- 
PRIA eh Ae eennating lp MASON D+ ah TREES MN, 
Caused experinentors to work mostly with school children, 
with rats, monkeys, and goats. Considerable data have been 
produced using motives of hunger, fear, pain, praise, re- 
proof, interests, attituies, punishment, and reward, Little 
dantiets setadiciniabnaiiaess dominance, “tne iy pie 
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relationships between deprivetion and behavior, especially _ 
Gir pisaneenenien: * eriteria, 
Pxpeminentation is incomplete because humen motive _ 
tion, a6 well as the criterion, is diffi 9 measure... — 
Motive tion was found to be one of the attritutes lest 
wll measured by the slestion an¢ classification pray 
battery of the Aray Air Forces awing Yorl4 ver II, There 
was, in general) 2 @oainant note of motivation in the A.4.F. 
“Pesearohes on the success of pilete, bombsdiers, navigators, 
| ia Gimnere) -Tt-was: montionea.tn. statements. as.o major 
Peaeon for success or failure, A better enanne. 9F 208K 
ation would have raised the ye pmmediapiaantitae- iam 


O€ these - sad ethers . say he equally ioeportent.,” Cie: we 


‘SEE LAGE oF CRTPERTA® bolo ties t eveluvets the perfera- 
“°°° “Sxpérinentation, or any method of obtaining fasts, aust 
‘dhelude some system of measuring reeults, It is essential 
‘that we be able to know definitely that a given type of auto- 
“Sve thousand miles, or will witystand temperatures to 280°F. 
In the fiela of motivation we desire to know that e certain. 
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 Ame@entive will improve output, or that 4t will improve human 
performance to a greater extent than another incentive, Suoh 
established characteristies are the eriteria, == = ~~ 

sks. senna” Are you satiefied 
an a while apumas a misteke in sudntnns edhe ‘Does 
ns operation enter ante the criteria? Te it — 
Should he be sufficiently enthusiastic about his radar set — 
‘to attempt developamt of improvements in material or me- 
antes aneeainaais a | statinttaneliy ties all 
of these -- and others — may be ¢ equally important, Can we — 
wee these and other characteristics to eveluate the perfora- 
ance of on individual or group of men? It is not necessary 
‘to. be able to compare one men with enother. The essential 
is thet suaeininiedisttanintnindeatimamabat nt 
5 or and roughly, to what ex- 
tentetnaxe in maak Diterstace availsble <Aich ia sonceraed 
‘Nation toverd learning, The oriteria generally have been 
abs imneanes have poun the Pw, Prog ‘i the 
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performanee of teachers, but the alua of the teachers differ. 
Sometimon they intend to give the greateat understanding 
‘possible of the subject at handy and other times to teach _ 
a skill. Por examples it hae been found that if « teacher 
aims to have his section produce the highest graces on a 

 @ommon examination, he will do well to concentrate on firsts 
teaching ) second; drilling in the use of 

not be « fair eriterion of the learning, During World Var. 
IX severe}. experinental studies were nade to determine corre- 
lations between scholastic ewcess of militery parsonnel and 
their senate general, there was 

a lows. in many cases, the. _ 
correlation wes when experimenting with 
A 2. téaal Paote, por tiewlarig¢ for lke a nditions or 

| Mave Ae much literature available which is concerned 
‘with motivation, It is possible % colleot references and 
 pegan of isfermation vor? ee in télve. 
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hereins however, the literature varies to a great extent 
en nieaval ss 
of the situation is pertinent here, °° © 
| ee ee elaseified 
Sen the tekinetaig ans © artatehys Bavekrre antiwea tieite 
werd, Lie Reports of formal experiments; — sake Sune sPegng 
o> 2 Extensive anelysis of P< deter~ 
+ S&S, Textbooks and references consolidating established 
sone 9s fapteand secepted opinions. They are found in ~ 
cade tmentttenghtnenbarmanranesnll” 
sc scieheeaimmiatenaee aa facts, 
oo 1) bus -often Diesed somewhat Beonuse of the desire 
pressh, Qo eekRr ted: temp?" FBOK Your # ead fy ond eerdé 


west wie %, Set) sawuele; aposren hy gees but Boe 
ols There are other classifications possible, and more de- 
tailed breskdowns could be made. The only purpose is to 
ec AeA vary greatly in value, 
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best references possible and a few words in evaluation 
where possible. , 

- Jenkins, in reporting the army Air Forees leadership — 
survey, use@ the dictionary definition of leadership, i.e., 
*the act of or Gireeting the behavior of one or 
fined evidence and all of them reflect the personal opin- 
fons and speculations of the authors, He pointed out that 
the characteristics presented as significant in successful 
‘Leaders vere selected without basis of fact and thet aise _ 
‘preach, be cheerful, be a seaman, know your stuff, and avoid 
Garcless criticism, A list of principles of motivation — 
‘@lear out or substantiste@,. © Firsts 
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motivation, nor is it to enter a eritical discussion of the 
relative merit or truth of various theories. Rather, it 
4s the purpose to organize for precticsl uses all possible 
of the applicable knowledge about motivation which, to a 
‘Cheap: the: Perpeege: oo18d bu Sherpa, bet “ool 4 mot be & tees 
o:  - é&S times, there has been # great Geel of interest in 
the general subject of sotivation. On such period was in 
‘the nmineteen-twenties. There was on attitude, not a theory, 
but a point of view which saw motivation as the business _ 
of @angling various incentives in front of people. Thus, — 
‘the workers to selected tasks. Questions of the day vere. 
@oncerned with the relative drawing power of different lures, 
or the worth of trying this or that suggestion. _- of the 
oo. @higs as definitely not the sceepted attitude todays 
mor is it a uweful attitude for several reasons: Firstly, — 
‘diffrent ine entives werent to different .._ 
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more than the available $5.00 incentive to overcome e lack 
of interest in the Job, ‘Thirdly, 4t is a shotgun sort of 
techniques in which the @mployer offered a mass of incentives 
to hie workers, We wat saying, in effect, "Here are a lot 
of things you might like, You may have thea if you will 
atay on the job and ineresse production.” He erred in that - 
. he only giésse@ at a group’of things they might want. He 
these wanted iteua woula be cheaper, but would not be a type 
of incentive’ nusihnataiiianahin bait. 
. ©, The shedi-list aust ineluie enfficient informa- 
ASSUMPTIONS t @ Get it orgesices and «cncsepesses the 

«It 18 de@ired that this écheme be based on facts about 
motivation colleoted from every possible source, from exper- 
iments, literature, experts, industrial leaders, religious 
leaders, Wavel leatera, educational leaders, and from history. 
what weak, In order to give the Gheck-List reasonable com- 
tion availeble and evaluate it as best possible, Beoause of 
the variety of sources it 16 desirable to state some assumptions 


5 


'Z 


er. 


dj > - 4 be a, ‘ 
SS SIA, A BRE 


i le ee ’ ys 
a 4 7 a = 

” R — — , ae ee St 

_ ia GRE saad Ts 

DOR i aS 


y 
“fe, =a aaa, pes: 


i 


Soa hee ae 


-" 
gs 4 . . 
“ w. 7 A 7 


to limit the general field of motivation to the specific 
problem. ‘The aseumptions upon whieh are based the selec- 
tion of faets for the eheck-list follows. 
1. The motive ‘Shvelved must in some way be useful 
at the petty offieer level. ss 
2, The motive involved should be one of value to 
adult men, specifically men between the ages 
of seventeen and forty~five. 

: a The check-list must include sufficient informa- 
tion so that it organizes and encompasses the 
entire known field of motivation in the Navy 
to a reasonable extent, 

4. TP HERI HME PO Wek eee that it 
ss @Aght be read and used, 
GB. The checklist must be sufficiently understandable 
sg that At ean stand alone during use, That it, 
At must not be necessary continually t refer to — 
references for reasonable understanding, 
6. It must serve as an sid to remembering principles 
and a ¢timulent of better personnel edministration. 
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Quite a few examples of Gisasters qould be quoted. | 

One manufacturing company desired to decrease waste of a 
atetnet- cn: tneemeail eli which included one pay at the 
piece were within tolerances, no pay if the piese were 
: ound too little, it sould be refinished, ond a pay pen- 

alty af the ivnlntaniconiblie sasetisiined thereby eieenccnsiy 
das fata. AcAeeye peepeetmn, *f,sh0%e nenten.e inish 
Produotion slowed down, workers’ Aroppeds, and, the 
parentage Be se often sotieiiy 
rerily an attitude and degree of cooperation which was 
J0RP, Fees, 4qpined,. 7ee.qftinere. deajdnd. that 2%, wpe, a, .... 
party the men wanted. It was aimed to please the men, but 
At did not correct the real basis of their discontent. In 
fact, the way in whieh the party was offered agaravated the 
@iscontent. The author has since been told by a meuber — 
SE Pea Meee 574, en ses * Vike wes the way you 

; aohnmntnammiaontne Baty tering #cy of L967, was mti- 


tried to handle that party.* Undoubtedly, he was even then 
being @ little polite, ‘That party, 2 trial which 414 not” 
— a felt be bare son stuthe irritated the crew, and 
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There is ao" euerthey tates “faets and best judgement. 
Tt 48 not one versus the other. when facts are available, 
any aetion taken should be based On fate and tempered by” 

beet judgement. Sut, in the fielé of personnel management 
‘there are few fxcts which are positive, all inclusive, ana 
ee wes: A situation 18 pairaghvonga ed 


embeotie: marsha mnt aera Wien a ‘situa- 


| POH artes; One fer Wich tieré are nd positive’ riete, “the 


érsdn responsible for teking corrective action may be oble 
‘6 Wan bak if on G40} hair ond arrive at the best possible 
Solution. Yet, such a method offers no assurance that he 
—— all possible solutions, 

| Aeancexamples the Navy @uring Hay of 1907) esb sath 
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ere enlisting. Such knowledge enables the adoption of re- 
eruiting techni ques appesl ing t the most effective ootives. 


GOMPNENERSIVE VSRSUS PISGEMEAL 7 
‘One reason for seleotion of the chesk-list scheme is 
‘that it presents reasonably compr chensive coverage, It is 
@xperiment concerning a small phase or limited problem, at 
least for practical purposes. Piecemeal solution of the pro- 
‘te of experiments with methods and problems of 
parts of the field never get covered, At intervals 2 com 
prehensive summation is necessary. There is no assurance 
Qs Up to date Be posstblew 8 ee 
application in the Uniteé Staten Yasy «oeit be o oraptics 
STaTisTics — estivation teshniques. Part It @lliewk imrek- 
\--< Some of the persons who have exemined the check-list 
have expressed a desire to see statistical evaluations and 
results. ‘The check-list in ite present form is not designed 
to permit the application of statistics. The first reason 
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for not encouraging statistics is the imiividual questions 
and suggestiona are important, not an overall score. Se 
econdly, the problem is not set up as one of analyzing many 
people to learn the average motives. Rather it is set up 
in the check-list as on individual problem in which the 
individual being considered might be an exception to the 
Pule. And thirdly, a statistieal eolution probably would 
tend to give an impression of greater aceurscy concerning 
the suggestions than would be warranted, 


“. ‘This thesis grew first from a felt neea for an addi- 
tional, somevhat objeetive method ef personnel sduinistre- 
tions particularly through the approach of motivation, se 
gona, from the belief that a useful organization of appli- 
Gable knowledge concerning motivation wuld be a veluable 
contribution toward the objective of increased human effi-~ 
eieney, and third, from the idea that @ useable plan for 
application in the United States Navy would be a practical 
cheek-list of motivation techniques, Part II follows inmned- 
iately, which presents the check-list with a discussion of | 


ite construction and use, 
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into a check-liet of pra a ua be . ae 
oP’ “Phe @heck-Liet is e complete unit within ited f, in- 
@lwiing a statement of the object, a brief explanations and 
the next sixteen pages comprise the final form. of A PRAC- 
WPED WRATER GAVE cers. 82 aight ash » petty offieer whe hos 
guest mishandled a leadership prebdies to use the checkeddet, of tikes 
Checklist might be used as ene assignment in a Wary Leaderdikp sobee) . 
The scope of motivation in the Navy hat been Limited two 
Ways in this checklist, namely: 
4 The broad prodiem of obtaining Sait: afficiency from per 
Sonnel can ve divided inte five clewetfieations. This check 
dist has been arranged to 4um) prisurily vith the last or fifth 
Mexettinadion ena the othera oniy Wien they are interrelated 


or bear on it, 


1, Plenning work to seoid waste tiwe, enepey, and peterial. 
2. Organising aex inte ct effective tens, 


3S. CGentrolling men Sy requiring seecifie Behavior, 


4, Training mex, or @etsintius tratned and shies Sen, 
. Mot twat i 4S aa 2 8 ak a; 2 tS ante ® ee : 
5. Motivating inéivigunic te avert aost sffeetiee efforts. 
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A PRACTICAL CHECK-LIST OF MOTIVATION TECHNIQUES 
FOR USE BY THE UNITED STATES NAVY 


Object: To aid officers in maintaining personnel in the highest state 
of efficiency, usefulness, enthusiasm for the service, and 
readiness for emergencies) 

This is an attempt to condense and organize a very broad field 
into a check-list of practical use, Being a collection of generally 
approved, used, and accepted techniques or principles of motivation, 
this list is expected to aid officers in recalling useful items rather 
than to present something new. It might be used by an officer when one 
or More men are slack or negligent in their duties, He might use it 
about once every six months, when he has a free half hour, to review 
quickly his personnel program, He might ask a petty. officer who has 
just mishandled a leadership problem to use the check-list, or the 
check-list might be used as ene assignment in a Navy leadership school, 

The scope of motivation in the Navy has been limited two 
ways in this check-list, namely: 

A. The broad problem of obtaining maximum efficiency from per-— 
sonnel can be divided into five classifications, This check- 
list has been arranged to déal primarily with the last or fifth 
classification and the others only when they are interrelated 
or bear on it, 

1. Planning work to avoid waste time, energy, and material, 

2e Organizing men into an effective team, 


Se Controlling men by requiring specific behavior. 
4, Training men, or obtaining trained and able men, 


5, Motivating individuals to exert most effective efforts. 
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B, This list has been limited to the consideration of personnel 

as individuals, It fits best the case of an officer who is 

evaluating the personnel situation within his unit by considera-- 

tion of each man individually, but this list, with a few modi- 

fications, would be helpful to an officer considering a large 

group as a whole, even the entire Navy. In the last event, 

it is necessary to determine accurately what the average man, 

or the majority thinks, believes, and desires, In the interes! 

of simplicity this list is pointed toward the individual appro. 

Section I of the check-list is a series of questions which are 
not designed to yield a score nor to indicate whether conditions are 
relatively good or bad, Instead, they are intended to point out 
leadership areas where there might be room for improvement. Section 
II is a list of techniques suggested for improvements that might be 
indicated by Section I and pointed out by the reference numbers, 

In order to aim this check-list specifically at an individual, 
indicate here in writing his name or the name of his job. 


eee eee 


Name or Job 


Answer all of the following questions, Check either (Yes), 
(7), or (No), You may rightly feel that you have insufficient in- 
formation to support a positive answer, In that case, check the §7). 


The information may be obtained by observing the man's actions, by 
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interviewing him, by questioning others who know him, or by asking 
him to fill out and answer a questionaire, The questions are 
arranged roughly in that order, The questions, in general, easiest 
to answer, or those a leader should know through observation of 
the man, are first, Those which might require interviews are 
second, The last questions are most difficult to answer, and for 


them, a questionaire might sometimes be advisable, 


Questions to Locate Areas Answer Reference to 
for Possible Improvement _ (Yes) (7) (No) _ Technigues 
Has he some outstanding skill or knowledge? (Yes) (?) (No) 3.4,9,11,14, 

15,36, 39,40 
Is his name widelyknowm aboard ship and (Yes){?)(No) 1,3,4,5,9, 
in other ships or stations? 36,48 


‘Does he have several good friends among (Yes) (7) (No) 5,9,12,35 
the crew? 


Can he write home with pride about his job (Yes) (7?) (No) 10,19,20,21, 


in the Navy? 24,36,42,48 
Does he feel that routines such as maintene(Yes)(?) (No) 16,37,43,26, 
ance check-off lists are helpful? 28 
Does he feel capable of accomplishing the (Yes)(7)(No) 14,18,36,39, 
job? . 40,41, 42,43, 
49,50 
Is he eager to learn his job or to pursue (Yes) (7?) (No) 14, 15,16,17, 
his studies? 41,4 2,44, 46. 
Is he effectively busy? (Yes) (?) (No) 16,17,18,28, 
30,49, 52 ,38 
Do his officers know his problems and (Yes) (?) (No) 22, »26,27, 
give help or consideration when possible? 30, 29,34, 39, 
50,51 
Has he made any special requests lately? (Yes)(?)(No) 23,24,25,30 
Does he generally accept suggestions in (Yes) (7) (Wo) 18,31,45, 47, 
a spirit of willing cooperation? 52,55, 56,57, 
58° 
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Does he follow the group and conform (Yes)(?) (No) 12,31,33,35, 

to custom or the majority? »47,52,56, 
57,32 

Does he take opportunities to throw (Yes) (7) (No) 41,42, 46,47, 

his weight around, to dominate others? 54 

Does he accept responsibility? (Yes) (7?) (No) 23,44,46, 47, 
50,52 

Does he speak of the ship's crew and (Yes) (7)(No) 4,5,6,7,8, 

teams as "We"? 12,15 

Does he feel the job is good enough for (Yes) (7) (No) 11,13, 14,19, 

him? 31,33, 36, 37, 
58 

Is he working well in order that he will (Yes)(?)(No) 17,24,25,50, 

be transferred to other duty? 52,56,57 

Does he feel his work is appreciated? (Yes) (7) (No) 1,4,6,10,20, 
21,39, 48 


Do his family and friends know his Navy (Yes) (7) (No) 1,2,3,5,6,20, 
reputation, if it is good? 29 


Is he proud to be identified as a member (Yes) (7) (No) 1,2,6,7,8,16, 
of the Navy? 27,48 


Does he know exactly what constitutes (Yes) (7?) (No) 1,26,37,38 
satisfactory performance in this job? 


Is he proud to be known as one of the crew (Yes)(7)(No) 1,5,6,7,8,13, 


of this ship? 15,27,29,48 

Does he feel that he is progressing toward (Yes) (?)(No) 15,36,37,38, 

some future goal or aim in life? 41,42,43 

Does he feel his time is well spent and (Yes) (?)(No) 10,16,17,21, 

not wasted? 24,36, 38,41 
43 


Does he consider his job of value to the (Yes)(7)(No) 17,21,24,36, 
Navy? 43 


Do his dependents, if any, have satisfac- (Yes)(?)(No) 22,23,24,27. 
tory living conditions? 48 


Is he reasonably well-satisfied with his (Yes)(?)(No) 22,23,24,27, 
income? 43,48 


(4) 


Is his feeling of personal importance 
in the organization about correct? 


Dees he believe that any existing un- 
desirable conditions are reasonably 
necessary? 


Does he believe that his requests are 
considered? 


(Yes) (7) (No) 


(Yes) (7) (No) 


(Yes) (7) (No) 


Does he notice that in some ways the ship(Yes) (7) (No) 


Seems to be run left-handed or awkwardly? 


Does he know and comply with ship's 
orders? ‘ 


(Yes) (7) (No) 


Does he believe his leaders are doing ali(Yes) (7) (No) 


they honestly can to help him as an ind 


idivual? 

Does he think his leaders "know the 
score", or understand what really goes 
on and what should be done? 


Does he believe that the better breaks 
go to those who perform best? 


Does he believe that in each case the 
man promoted is the best man? 


Does he feel free to do as he pleases, 
within reasonable limits? 


Would he do as well if the threat of 
Naval discipline were removed? 


(5) 


(Yes) (7?) (No) 


(Yes) (7) (No) 


(Yes) (7) (No) 


(Yes) (?) (No) 


(Yes) (7) (No) 


37 


58,4,11,13, 
14,21 


25, 34,43 


29. 2 2 
34,48 


44,46, 54 
34,40,43,52, 
53 


27,34, 39,43, 
28 


23,26, 30,32, 
39,49,50,51, 
53,5839 - 


23, 32, 37,39, 
54 e 
32, 37, 39,54 
33, 35,45, 50, 
51,53 


28,50,56,57 
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SUGGESTED TECHNIQUES OF MOTIVATION 

The foregoing section was a list of questions designed to 
indicate sources of trouble or areas of possible improvement. 
If your answer to any of those questions was (Ho) , it is suggested 
that you refer to those techniques indicated by numbers immediately 
following the (No). To do this, first check each technique below 
to which reference was made, You may happen to place several checks 
in front of some techniques, Examine all suggestions so pointed 
out. Those techniques checked several times tend to be more im 
portant than those checked only once, Select and try those which > 
are applicable, not already in use, and which fall under your 


jurisdiction or authority. 


Item Check Suggested Techniques. 
No, Here of Motivation 
1. Prométe good press relations, Help to obtain a good 


reputation for the man, the ship, and the uniform 
by supplying news items to local papers, home 
town newspapers, the negro press, Our Navy, All 


Hands, and sometimes the Army and Navy Journal, 


Le Cooperate with local, social clubs, and organiz- 
ations, Help him to mect civilians, to make friends. 
Arrange ball games between the ship's team and 
local clubs, 


3e Develop a good nickname for him; one which will” 
enhance his reputation, It will spread. A marine 
of no particular reputation was given the name, 
"Firepower Morgan", He soon had the fame of being 
a real fighting man, which he was, and he improved. 


4. Arrange a mutual admiration society, It will 
often happen that by their mutual compliments they 
will convince other people of their own excellence, 
and they may even convince themselves, This works 
especially well when both persons hold about equal 
rates. 
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Give a ship's party of the type the men want, tt 
should be more than recreation for the meng It 
should help each one to make friends, It should give 
recognition to outstanding dancers, musicians, etc, 
It should help to satisfy friends and wives, potent 
factors, 


Give dignity and a personal touch, When you have ar- 
ranged parties, Christmas celebrations, or commenda- 
tions, it will sometimes pay to maid invitations to 
the homes of those who should be invited, When a man 
Merits commendation a letter to his family, from his 
officer, will score a hit, 


Use an insignia for the ship or unit. Make it good, 
full of meaning, and simple enough to stencil, if 
possible, Use it on party programs, baseball shirts, 
or a battle flag. A good slogan may be used the same 
Waye 


See that there are souvenirs of the unit available, 
These may be pictures, insignia, emblems, stickers, 
junk jewelry, or ship's pamphlets, Decalcomanias, 

iee@o, transfers, are quite cheap and very popular, 

as are book matches. 


Each man, if at all possible, should be known as 
unique in some desirable way, He should be famous 
for something, whether it be 8&8: best poker player, 
best acey-ducey player, best vision, strongest, best 
electrician, or best gutiner. At least his officers 
should know his name, 


Give him some blatently obvious compliment, honest 
of course, but obvious enough to be almost funny. 

An example is a fake newspaper headline saying the 
ship is saved because Homer Brown is back from leave, 
He laughs, but likes it, 


Ask his opinion on some important problem in the field 
of his specialty. Usually it will flatter him, start 
his thoughts, and secure increased cooperation from 
him, however, do not do this so often it indicates 

your ignorance or inability to make a decision, Seek 
to extend the areas in which he can make decisions, 
faking orders is drudgery, but participation in 
planning and solving problems gives meaning to life and 
is a good method of developing men, 
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Teach him the ways of men and how to get along with 
them. One good suggestion given tactfully might make 
him one of the boys instead of an outcast, This is 
difficult as it enters the fields of psychiatry and 
psychology, but sometimes it will be possible to 
effectively point out a major personality weakness, 
His family hiétory might throw light on the prob%em, 


Respect his rate or status in the Navy. There is 
more to be gained from promoting his pride than from 
breaking it. If he thinks he is good, let him show 
it. Give ample apportunity. Many bluejackets 
dislike going back to school because they are usually 
treated as recruits, 


Get the right man in the right job. Select for your 
organization only those men who are interested in the 
work to be done, and, if that does not solve the 
problem, place each man in the job which most interests 
hin, The ideal situation is usually impossible, but 
the closer it is approached, the more performance will 
improve. Consider his abilities in the same way. He 
will be inefficient if the job is too difficult. He 
will be inefficient if the job is too easy and no 
challenge. 


Allow him to branch out and specialize along a line 
which interests him, If he shows interest in any 
sport or activity, give him all the support possible 
to help him form a team or get the activity moving. 
He will be rightfully proud of accomplishment and the 
ship should benefit. 


Develope his interest in the subject or the job. 

Give an inspiring talk. Appeal to his imagination 
by vizualizations, magnification, inflation, stimu- 
lating case problems, questions, charts, pictures, 
and cartoons, Suprise and shock him to gain atten- 
tion and interest. If there is a job that fits the 
man, first interest him in the job, then let him have 
that job. See that his leaders are enthusiastic. 
Interest is contagious, Make your own interest in- 
fectious, 


Persuade him to the task, Use Balesmanship to ex- 


plain away his objeetions, to show facts, to give 
e#amples, and to show the advantages, the disadvantages. 
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the easy way, and the hard way, Give a pep talk, 
Acting ability is extremely valuable, Appeal to his 
sense of duty, fairness, or moral code, It will 
sometimes move him to greater action, but in general, 
this motivation is not strong enough to move him 

if he believes that by so doing he stands to lose in 
sone way, Such a sacrifice would appeal to him only 
if he were assured of regaining the loss, and pos— 
sitly more, 


Get the majority of the crew moving on the desired 
project, It will probably gather momentum and attrac: 
hin, He will probably join the stampede. 


Give every job in the ship a simple title which can 
be used with pride in a letter home, Every mother's 
son should be in charge of something, Ideally the 
job should be a pieasure and a reward in itself, 


Publish his results in a competition or task at which 
he excelled, Competition is usually valuable because 
it is a chance to prove ones worth, Individual com 
petition is superior to group competition, and a syste. 


of competition in which he attempts to beat a stand- 


ard or past record is better than a system in which 
one man wins and the rest lose, better that is for 
notivating the individual nan, 


Give congratuations, praise, recognition, credit, and 
commendations whenever possible. This has been 
Froved to be more effective in general than noting 
cniy poor performance, reprimanding, blaning, and 
criticising, However, when praising is done excess~ 
ively, it tends to lose effectiveness, Give more pr:.) 
than is due, but only when it is due, Reprimanding 
‘s, however, a useful art. One useful statement in 
seni~reproof is, "I want to commend you, Just give 
me a chance," 


Show interest in the welfare of each man, Try to 
give him what he feels is noeded if it is compatable 
with the needs of the sevice, See that he under- 
stands the needs or objectives of the Navy. 


Find out what he really wants, Many officers make m*:. 
takes here, Often he camiot exzress his inner wants 
cr does not know them, Things jke aypreciation, res: 
ognition, social acceptaice, fairness, and religion 
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are sometimes hard to ask for. Some sailors do not 
Like to inquire about promotion or even ask for 
leave, but expect their officers to offer these when 
deserved. Lainess is a syfptom of insufficient 
motiviation, Find the trouble and rectify it. 
Elininate conflicts and develop useful motives, It 
is good to schedule interviews each quarter in order 
to get every nan, At that tine, many routine things 
could also be checked off, such as fitness reports, 
beneficiaries, service records, qualifications, etc. 


Rewards and prizes can be used to increase effective 
effort. Knowing what he wants will help you select 
prizes in the toin of the realn! or things he wants. 
If he especially needs money, help hin qualify for 
Special pay, However, extra liberty night mean more 
to hin, A good example was a brass ash tray nade 
personally by the commanding officer with his sig- 
nature etched on it. The men wanted that prize, 
Sonetines promise hin what he desires as a reward, 
but_keep your word. Never promise anything you cannot 
faithfully deliver, 


Do hin a favor, but to obligate hin will often show 
adverse results, Most men do not like to feel obli- 
gated to anyone, He might be very happy to do you 
afavor, It is better this way, as long as the 

favor does not obligate you as an officer, An oc 
casional sacrifice, for the good of the ship or the 
service, usually heips to stimlate morale, A man 
usually feels a little bit noble about doing such a 
thing as volunteering to take the duty during a ship's 
pertye 


Mcxe inspections carefully, Locate important troubles 
reise the ship's standards, and improve morale, Give 
praise where it is due, Criticize dust when it is a 
week cla, not when it is a thirty ninutes accumla- 
tico2a. De not waste two days preparing for Saturday's 
inspection, Make them know they are there for a 
purpose. One example is the cagtain who would ask 
Men where they had purchased the uniforms, He would 
compliment the good purchases, but he hunted for thos<« 
vno had been cheated in order to go after the tailors, 
He thus took an interest in his usa, 
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276 Help hin in satisfying his needs by such means as 
obtaining financial credit in emergencies, arranging 
legal matters, writing requests for shore duty, and 
obtaining service benefits, 


286 Help him to have ways and means for recreation, Healt:: 
is an important factor in his efficiency, but don't 
force physical health on him at the expense of mental 
health, or morale. The health giving benefits of the 
athletic facilities at Pearl Harbor were nulified 
to a great extent when ships were directed to send 
quotas for recreation. Recreating by the numbers 
is not fun, 


296 Give personal attention, if only in the form of an 
interested attitude, to marriages, sickness in the 
fanily, new babies, and birthdays, It might be wise 
to send announcements of marriages or births in which 
ehief petty officers are concerned to the Arny and 
Navy Journal, It would be well to have the cook 
maintain an up to date file of the birth dates of all 
crew members in order to be ready with cakes, Don't 
show favoritism by giving cakes for some birthdays 
but not all. 


306 If his attitude is less than desirable because of a 
fear of the job, or battle, or responsibility, that 
fear can be lessened by further explanation of the 
facts, explanation of the enemy, explanation of the 
plan and policy, and by providing sone helpful 
device as a gun, or a helmet, Some factors reducing 
fear are confidence, morale, effective activity, 
social stimulation, humor, self-control, praying, and 
feeling lucky. 


31. Resist his system and his demands by agreenent with 
his arguments but not his assumptions, Attacking 
his logic attacks hin personally. Sometimes it is 
possible to accept his ideas but to add something to 
nullify then, 


326 Determine who are the natural leaders, those whom the 
mon follow in their informal social groups, If 
possible, these are the ones who should develop: 
into the official leaders, This cocs not mean the 
loud show-how boys who usually °.c:.4 the first day or 
two, , 
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Give hin an opportunity to try leading officially. | 
Let him sign a few more papers, Leading petty officers 
like to see also their own signatures on such as the 
damage control bills, 


Recognize his complaints, Grievances should have sore 
outlet. They are real to him, and you might as well 
accept them as a problem, Set up a procedure for 
locating and resolving his grievances, Come to an 
understanding, At least let him talk it out. An 
officer only fools himself when he says his door is 
open to all grievances, Only a few walk in, Griev- 
ances should be settled as quickly as possible and 

as near the source as possible, Ideally, the man’s 
immediate superior should be able to settle the thing. 
The ain is to settle it to everyone's satisfaction, 
and that cannot be if the grievance is blocked by 
sone officer, The man with a grievance should be able 
to wait until a session when all grievances are in~- 
vited, or he should be able to put it on a simple 
request blank and take it to a request mast. After 
Satisfying the individual it is desirable to remove 
the cause of sinilar complaints throughout the ship. 
Interviews with men being discharged are helpful, 


A&rrange to give hin an independent job for a change. 
In fact, it has been shown that almost any change, 
such as ventilation of lighting, will increase pro- 
duction if it is made in an honest effort to consider 
the needs of the individual, 


Assign him some task of special importance. at which 
he can succeed, or when starting hin on a new type 
talk, make it first an easy task at which he can 
succeed, Definite success increases interest, pride. 
and confidence, Fit a takk to the man, 


Set definite standards of performance, An accurate 
goal, usually in itself improves performance, It 
permits a sort of quality control, It enables a more 
accurate measurement of performance as a basis of 
proficiency marks, or a competition, There should 

be understandable specifications telling when the takk 
is completed, what is satisfactory performance, what 
is perfect performance, and what is the best record 
ever made, It must be a goal he can reasonably ex- 
pect to be able to agbein. earning is much acceler- 
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ated when there is a re¢ognized, immediate goal, 
Pilots learn safety precautions faster after a recent 
crash, 


Set a progressive or moving goal, one that lets hin 
know hour by hour, day by day, and year by year whether 
or not he is doing satisfactorily and improving. It 
may be his schedule for self-education, or for ad- 
vancenent in rating, or a graph of work done vs, the 
date to measure his progress, 


Know your men, their achievements, interests, and 
abilities, Sometines items of family history will be 
important. Keep a@ notebook and records. of your nen, 
Jot down observations, good and bad, as they occurs 
Records will back up such things as * proficiency narks, 
pronotions, rewards, and priviladges. Your records ~ 
will help to gain you a reputation for fairness, They 
will help to prevent wasting a man's time by giving 
the same lecture several times, If you should desire 
that your juniors keep theinotebooks, it would be well 
to supply them with notebooks printed to facilitate 
the records, a 


Give hin sufficient authority to carry out his orders, 
This may seem like an unnecessary caution, yet it 
constitutes one of the greatest complaints offered 

by men who are supposed to get a job done, 


Help hin by giring guidance, such ad tho now popular 
career planning, Help hin get savings started if he 
so desires, Give him any help that he night. reason- 
ably desire in perforning the tasks you assign, Advise 

hin how to get information, A word to the radar ; 
operator at the right time will simplify his problem, 


Help him to ehieve success by developing his abilities 
and skills, Give general and specific training and 
education to increase both interests and abilities, 
Tests of interests, achievement, and knowledge, 

given apart from any formal course of atudy can, in 
themselves, increase interest, | 


Give orientation in the local situation, indoctrination, 
in customs, rules, regulations, routine, policies, and 
objectives, Help him to see how the Navy's needs 
relate to his own needs, wants, and values, A ship's 
handbook is extremely valuable. It is usually more 
interesting than the ship's orders, better understood 
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more widely distributed, and mch appreciated as a 
souvenier, He should have a simple organization 

chart to show where he fits in, He should have anothe 
chart to show his avenues of promotion, with qualif- 
ication references indicated, 


Teach a problem solving attitude, because a strict, 
bookkeeper mind will not see an exception to the 
rude when it is necessary, Teach a "can do" atti- 
tude, It is possible to develope a crew to the 
point that they are confident and eager to accept 
each challenge to show again they "can do anything’ 


Hold.an informal conference to plan the project if 
practicable, If the participants can hold a complete 
discussion seeing all sides and find a mutual decis- 
ion they will have a better understanding and a better. 
apifit df cooperationl Participation gives a man 

more satisfaction than following orders, As one 
opportunity, it is now required that the ship's welfare 
fund be spent through such discussion groups, composed 
of both officers and men, and subject to the.cormanding 
officers approval. Conferences are excellent for 
training and indoctrinating, 


Help him by supplying a nethod to do the job, This 


may be conventional education and training, or it may 
be more specific methods, Supply a better filing. 
system, a findex,or notebooks Teach him to carry a 
notebook and to jot down ideas as they occur, In 
order that they may be saved and used, Supply a 

trick to aid the memory, such as a rhyming scheme, 
Give hin a better machine or equipment. 


Habits and customs cause behavior to follow a pattern. 
You can turn them to your advantage or kidl then. 

Add new ones or change the old, Training should ain 
to build up good habits, Steering becomes a habit 

as does swearing or handling battle telephones, [If 
the helmsman occasionally uses left rufider instead of 
right, it might be a lack of understanding, or it nix’ 
be a bad habit, ef. misreading the compass. The 
customs that guide him are his own, not ones you 

try to impress on him, He must be convinced, 
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Give credit and recognition especially for new 
ideas, They are of value to the Navy and they give 
him a strong sense of achievement. Whether you get 
the ideas through a suggestion box or a casual con- 
versation, appreciate them, Help him prepare then, 
submit them to the Navy, paptent them, pudlish then, 
profit from them, or put them into use. See that 
the enlisted man gets all possible credit, Sugges- 
tions like grievances, must have an outlet. 


He needs activity. He tends more to be happy and 
Satisfied when busy, The activity is of greater 
value both to production and morale when it is useful 
activity, when he participates in the planning, when 
he understands, etc. This suggests closer attention 
to recreational facilities and education. 


Help hin by making decisions which he can count on, 

He may dislike delgying his plans because of his offi- 
certs inability to decide, He needs a sense of 
security in handling his personnel affairs. 


Keep him informed as much as possible, The morning 
orders provide a good method as do bulletin boards, 
ship's papers, and morning quarters, Tell hin, if 
at all possible, that the ship will be in New York 
City for the Fourth of July, His wife's parents may 
live there, Facts are the best means of combating 
rumors, Never repeat a runor, 


Require specific behavior by setting up rules, regu- 
lations, standard procecures, routine reports, res- 
ponsibility, and an organization for checking, in- 
specting, and enforcing. This method is advisable 
to a linited extent. It includes no effort to get 
the maximun, willing effort from each bluejacket. 


Check your orders to remove any unnecessary, ex~ 
cessively strict or harsh provisions, Orders are 
worthless when they are not practicable, but make 
certain that the orders, both written and oral, are 
readable, understandable, and reasonable, In general, 
control by too many orders does not elicit the will~ 
ing cooperation and high morale of more flexible 
methods, 
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Organize his job well in order that he may work with- 
out wasting time waiting for others, and so that he 
may fit into the team effectively. A time and 
motion study might improve a gun crewor an engine 
room force, A process chart showing the actions of 
each man during each evolution or situation would 
help a crew to operate with a minimum number of men, 
A job analysis might show that he is overloaded with 
work, that he is responsible for more than his share, 
A flow of work analysis and organization analysis 
could show procedure bottle necks, 


A nuisance might be supplied which would so annoy 

hin when performance is not up to standard that he 
would come around and get in line, It might consist 
of excessive questioning, fewer priviledges, or 

dirty jobs. This works, but is detrimental to morale, 
There are better ways, 


Use masts, courtsmartials, convictions, -and punish- ~ 
ments to enforce obedience and compliance only when 
necessary. Warnings and threats of discipline are 
undesirable in general, Threats are resented, 


Physical force may work sometimes to keep a man in 
line, but in general it is illegal, out of date, and 
unsuited to use in the present United States Navy. 


Use these techniques with an eye to the objective. 

For example, a petty officer may have excessive pride 
in his own personality or skill and he may only 

blame others for inefficiencies in his department 

or gang.. In that case the motivation technique may be 
aimed at development of team spirit and pride in 
leadership. Rewards and recognitions may be given for 
overall results of the unit. Orientation can be 
planned to develop a better perspective. The famous 
"Four Horsemen" of football were given a new perspec 
tive in one important game, They were on the losing 
end until the first string line was put in. 
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problems besetting Navy officere as regarde the motivation 
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The majority of books concerning military leadership 
consist of miscellaneous sections or paragraphs presenting 
platituice, citing cases, quoting famous Lenters. presenting 
Various “sruxes* of leadership, and bandying about powerful 
words such as discipline, loyalty, morale, duty, and traine 
ing. The Navy is more speeific than most leadership books 
in that it suggests a problem-solving method and later pre 
sents a list of grouped, leadership techniques, but there 
is no direct linkage between the problem-solving method, 

or the fast finding sug gestions, end the recommenied tech- 
od 
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Z. The leader is interested in the man's querters and... 

8. The leader stulies his men. nuauruiaiite 
‘things that tell him about his men -- the pictures they put 
om the bulkhead, their friends, the medals they aight be | 
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bad eituation. It 1s only significant to the extent that — 
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makes it unnecessery to @iseuss definitions of morale, loyalty, 
eto, Those terms overlap, but in the theek-liet it is of 

no par tioular consequence. Every motivation technique can - 

be referred to which in any way touches on the factor under 
consideration, be it loyalty, morale, interest, or ability. 
coohfRe syeten of the oheeks1ist de flexible in that it suggests 
~~ the best remedy. It is flexible in that improvenents can 

be mde by adding or changing questions, techniquess; or © 
adam leadership factors in this list. As more of the 
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are The statement is mode in ne ene immediately 
shead of the suggested techniques of motivation, that “Those 
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and for his officers. ‘This doés nét “boll “Gown to praise, ‘aise, or 
newspaper recognition, or any other one statement, fd matter 
how broad. It 4@ a watter of hutinn relations,” “°° Of" 
* Some officers object to the nickname technique of item 
fm the check-1ist. If e reputable nickname will spread far- 
ther and be better known than his given name, it will wually 
Be appesling to the mati. Whether an officer will we the 
nickname to start it or suggest it subtly to others depends 
upon the officer and His “situation, °° 
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The experiments at the Hawthorne Plant of the Western 
Electric Company deserve careful consideration. The de 
Gaile are tec complex to destribe here, but the conclusions 
are pertinent, to the subject of human relations, It was 
found that in each group of employees there yas a soviel = 
organization, a banding together, to protect against prac- 
tiees they interpreted as a senace to their welfare. This 
Social organisation manifested itself in: 

, 1. “Straight line* output. 

2, Resentamt against wage incentive system. (which re- 
_. ) @entment was sufficient te oullify the incentive.) 
-.°) wage Aneentive plen was not functioning satisfactor 
in the Aly (as desired by managenent.) © >> éetiang 
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4. informal practices by which recaloitrant meabers 
(i.e. rate killers) could be chastised m4 brought 
| SeLigwsamto Line. 
S. Informal leadership 2... 90) 60i08)5 © Sd de 
6. Preoccupations of futility with regard to promotions. 
- Seward their behavior... «=. 8, 6) 44s atopy tu 
0s GoaropMar, be She Seckeies? reprceeutattier but 
Roethlisberger found that mae ‘group though tended, 
to some extent, to dominate things. This has implications 
4n.the use of all motivation techniques. There existed at 
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o> The eetual arganization was found to bresk down as 
follows: . = 
1. That organization which was a the blue- .. 
print plan. | : with suporrisere wire 
2. Setiiiadit tutte Wi isk Ges hata 
_ ton. . 3 wasacoeten tt 
which exist,inforaal leaders, grouping, eto, (See 
_ technique M2 in the Check-List). — ly auaer 
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for getting men to follow, especially in the use of erowd 
psychology, The check-list deals essentially with one in~ 
G@ividual, but certainly one technique consists in getting 
Teel a part of the Srowa and when the erovad can be persuaded 
a rewards, fear, rivalry, responsiMility, end 
‘ete. This paragraph refers to techniques # 16 and 17. | 
sone, Lewisohn has saia that hun relationd:ips are essen 
‘Simlly emotional relationships. He claimed the following — 
we be the elements of satisfactery relations: | 

As Satisfying the desires of enployees within the 
Lamits of productive efficiency. #25527. 
ae a Justices: ain daily relationsiire. #2637430, 4046053. 
oo >. & mutual understanding. Bae tiveucciehing ghar as- 
‘ors Se. Prevention of grievances, #54 § = ergait 
+ » bewishon's opinions ana experience tend to substantiate 
_BabAyaSion techniques indicated by numbers after the above 
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and — ‘Words are potent instruments of ee 
eontrol, “George Dartnell téls of several Ane nees 
god leadership has been largely verbal ssleemandhip 
Ledder had the sales attitude of wanting to beat his quota 
dn ‘sold the same idea to his mei. He sold thed a belier 

in the importance of their jobs. Sdleamanship, Dertnell says, 
ispreferadle to the use of authority. “authority te 1ike © 
sidney in the bank, Pee Te 
Nigtivation techniques # 16,17, 43, 44, and 82 are in gevieral 
agreement vith the ideas presented in this paragraph. © ~ 
"| Recognition of each ‘sin "G eetittans 10 "etreiedé by Wit” 
Lendership books xe a god technique for satis fying ‘ead man, 
isiproving his morale, and securing his cooperation. This 
aéteristic. A man‘s name is his moct @istinguishing char so- 
Sentstie.Leaming- a's nano snd giving his just or 
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This has been the observation of the author and evidence may 
be Gnferred from a parallel situation, A etuly was mde at 
Dertmouth College in an attempt to relate visual defects to 
a man’s motivational pattern. ‘The etudy consisted of 124 .. 
ease stulies, with no control groups. One result was stated 
‘as follows: “The final conclusion of this ctuly is that, . 
dw this popilation at the time it was stulied, the partieular 
Hotivationsl pattern of the Andivigual is the principal 
Yactor that deteruines the ithhininn tnt nadia litaeen’ 
went to his visual defects, or their correction." fhe 
| etudent would make a report of the severity of the eye symp- 
toms more closely allied to his motivational pattern that. 
“Write ‘netudd degree of the viewd defect. If greatly moti- 
‘ated to complete school and proceeding successfully, he would. 
‘tend to minimize the defects ani to ascept correction. A- 
worrind an exeuse in exaggerating his symptoms and to re- 
‘Gist correction. The inference 1s that a man's ¢4juctmmnt 
" Penis mary Repenne “thn Evdat extentind hts deatre te-getein: 
songs. to Server ete.» that a Raval leader would do well to 
Bits gortceaes rather than put up with malad- 
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@ocial seceptance, introducing the warmth of human k ROSS, 
“ Pegognizing individuals, and keeping the men inforwed, ‘The 
feet that increased motivation for a task can be seoured by 
developing an interest in the task eeeus almost too obvious 
for inclusion, but the statemmt is made often by writers. 
Techniques #5, 4 ll» 13- 152 16s 17% Ws 43, 45, and 48 ine 
Clude efforts at developing interest in mastery of the Job. 
it is poesitie te phase a man in a job which already 
interests hin, or it is possible to interest him in the 
Job to which he is to be assigned. Certainly putting the 
Pight man in the right job is a fine dieal. it assumes that 
men have aptituies, personality traits, and interests which | 
wil aid then to succeed at some jobs more then at others. 
And the assumption 4s quite well established as fact by _ 
many experiments correlating aptitude tests, gia | 
‘tests, snd interest tests against success on the job. The 
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fhe selective assignaent of personnel to aporopriate duties 
has a close rdlationship to morale, work results improve. 
because of the better placemat and al so because of the bet- 
ter morale. Particularly pertinent to the above are check- 
o° Im an shalyeis of 45,000 eases the Navy compared fre- 
quency of fsiizus in sdiool among these enlisted sen who 
portion of failures reported by instructors as bein the 
result of lack of interest or lack of application was four 
Shih igrentas fur:thave ‘nad dehes the cutting score. This 
neliiaidts pilitaiigiity Ge plgemmntoet ani ta Semen 
they 414 not have aptitude was not conducive to good moti= — 
vation for the & sttoer in the Savy that they 
))) We eften assign dull jobe ani then expect the men to - 
may be reassigned to fit the men, At other tims, itis 
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necessary to change the men's interests, There is one. 
method which has been tried successfully many times in in- 
dustry and in edugational situations, but which at first __ 
officers should give it careful consideration. The sug- 
un, as Ea coments rater he peairen Q 
mia Season combat the sone his 


eeu : add 2 ie : conferense. * , os pt at 
some wile’: ~< Sie super vision want be democratic, 
Rowevers if tit te so,” tis’ vaio echniques of motivating 
‘men must be epplied in such a méhner in a lei” 
Ail hola « up under the strain of battle. As far as Gan be’ 
soe on ona re steerage in conferences be- 
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aside from the main jobs of the organization, These vill 
iziolute such things as welfare end recreation. “There has 


Wein ie! sey be May Wadd’ opabbted BaeSenePully that allevea 
®@ system of at vided ‘authority. “The Following quotation is 
&@betut exaapre. TW cineerae the surprising Aetent of the 
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ora The progedure to govern use of recreation funis of the 
Wavy was set forth in e letter by the Secretary of the Havys 
46-1071, dated 17 Nays 1946, It dir opts the formation of a 


Recreation Council composed of not less than three commise 
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¥ell handled conferences can be extremely useful Se 

reining and edveational purposes, Heny Havel off teers 
have had success with round table type. ‘Ai souasions uaa 
or in other situations, The advantages in the Navy from ine 

formal discussions are manifold. Firat, if the per tiet= 1/ 
_ Pante can arrive at 2 decisions having discussed all sides 
Of the case, they will be much wore strongly motivated to- 
tho-eme plen had been issued as en.order or directive. — 
Seconds by discussion all hands gain « better understaniing 
| Of the problen and poliey. AIA, PEE ST 
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limited extent, It is known that the leadership abilities 

of e men oan be developed by training. ‘There is also, evi~ 
“made in the selection of leadership eandidates... Fonte 
cently presented a goods wp to date survey of the eit uation. 
known what the attributes of the best leaders ares nor is it 


they must be handled ty experts. At the present tues petty 
officers are selected and advanced under the provisions of 


the Bureau of Neva Personnel Manual. It is an understand 
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warrants, 

*- ‘Interesting experiments have beéh ruh to test mothéas 
Of selecting leaders in whieh the opinions of the Paak ana 
file, or others, on the same level an the can te be promoted, 
Bre considered. When this information is colle éted seténti- 
Pleally ana is used to obtain the best possible utilization 
of persona it is ented a soctonetric techniqte. “It te 
‘Generally agreed that the associates of a man, those of  ~ 
the sane renk or roting, ususlly know more sbout the’ man” 
range grouping of parsons so thet the personalities” — 
Gr the Yeater and ine lea a notclewh, ‘Therefares the ~ > 
‘Boclometric. wane ‘shows prenertel te inform tion is 
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more Consideration te selection of leaders acceptable te 
the sen concerned or to transfering men to different see- 
tions to get happier arrangenente. Some person consiéered 
unfit as leaders or workers in reletion te certain persons 
ure considered® satisfactory in relation te other groups, — 
| Beo technique #52. wast i, eitiative and interest da 
il). Bowevers there is no proof that an army or navy can 
‘be' successful in selecting leaders by popular choice, After 
the Russian Revolution in 191% Kerensky trist to-develop- 
& Gemocratic, citizen army for the new Ruselia. Officers 
| Astin curing the Aerioan evolution, ut the now Rat stan 
oors were searched out, many setcen: frets pirihens sine pate 
‘Bask An various odumends of the hed Army, Of course, dl 
guseceseful, nor were Azana and 
Democratic selection of avy 
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and humen relationshipa is sucrested. 

Taree seperate leadership studies were performed by 
the Army Air Forces aviation Paychology Program. In each 
@ase, they wncovereé almost the same categories Of action 
supposedly Gesired in successful A.A.P. beaders. Those 
military duties; @. Proficiensy and #421 in the flying 
@uty; 3. Disregard for personal welfare; 4. Proficiency 
_ Am sootal administrative duties; 5, Parsonality cheracter- 
istics; sna 6, Interest in non-flying extiede” ouar: the 
Statenont of Jenkins holds true, that *Advences in me thod- 
ology in this field, 1.0., selection of leaders, are de-— 
finetely not atriking.* ‘he traits of Leadership remain 
@ vague and elusive thing. & say be ached that aiwoa t 222 
“oo Various Lists of the so called principles of leater= 
‘feldowing items, edica cardinal principles of leadership — 
‘Miques as indicated by reference mmberst = 0 
eonn Ren oRumncqemnsem cdhllts By By, 2) vor k sogetver im " 
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° @ Set the example #38 : 

5. Care for your men. $27, 20) S54) 4, 99) hee eats 
a Sinaia esis ‘s welfare, Toe 
Gaibght Wie OOuick t cserins suevesetat, ates cme ae f 

6 Stimulate initiative and self respect. #l=<11, 15-17%, 
S32 IGE o: BBy: Oly 44.0202 Fy two Casters sf Leaderchig, 
 %e Reward the men for jobs well done, #24) 48. 0 

oe -emertesy. #47, 525 Cg Wye! eetenee tos *4bdoe 

% Gewese weelfiehly, oo ors 16 1s sigeificant that the ~ 
Oategery ata Moca woct often er in forty-seven peroent-<«t: 
*.. Some of those principles are useful here. Starting 
with principles #1 and #5, At may be noted that almost all 
| Gomerned with each other's wel fare end work together in —=— 
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sollaborated effort. — 2 mine te jus thie thts 
in the ares of consid eretion for the men's welfare. Two 
hundred ana twelve flying officers recently returned from... 
leaders. The desoriptive statesmts were malyzed end classi- 
Many of the categories deal with the personality of the 
|“ Me eonstitute proof. However, it is significant that the 
category men tioned most often or in forty-seven percent of 
stood problems of rest of meny @.g.s promotions, transfers, 
Gescriptions of unsuccessful leaders. The most frequent factors 
dig Pn ee eemmmamaaaa aman as wae "lack of 
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paves tensdaen of men’s vases fending to justify this . 
treateent of on officer’ ® eonsideration for his men's rele 
fere as a motivation technique is Young's statement? that 
whatever satisfied a psraon's needs tends to release — 
bring success and adjustments and to evoke pleasantness.. ~ 
oon However, some caution is neeessary in looking out for: - 
men's welfare. Avoid paternalism, Keep away from private 
and femily probleasvhere the leader ta no aesteate” 
the welfare aemecumammaia 
add My 425 455 499 60 and She fhe, 2g Di sBly 48. | 
_—s'“‘éid& SUPVeY Covering thirty-four Asay Service Force Companies 
aix companies satoeaepieet: dm -mepale:end: ths akaveonpenios 
= - | sthletio facilities, F2.28. 
a Sate aio Petar Nant ‘Bos 14, 108, oites 
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rates lowest in morele were evaluated, With gery few excep- 
tions the highest sorale companies were rated favorably, or 

| @listed men in the company, and with very few exceptions 

the eriihe tof mist Of Ge! Levest invale ccupéiiewiatited their 
Companies es lacking the eighteen items, The items, apparently 
judged a desireable in & good company weres © 9) 8” 
OL, Officers interested in men, #22, 2p 34,80 
Sener asirimte-ee thane MNES 
feniopy ‘Hen Ehvidtguthadanysts do their Joos, #40000 6° 
89% igze Best use made of training times 754.” insertions 

of 999) Pair furloagh and pees p: 90 gi aturbense 
10, Pair promotion policy. Phy 3 9SB59BILT > 3% -woukd 
De CELL Goda selection of noncommissioned of tiéeras #525 °° 
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(46, Personal talks by officers on sen's progress, 
te a: CAR 4B 9252625 os cone proMensy at by eae 
eons 1%. Hen given the smeatiiibie to know the “why* of 

a things. #12546, o 18 sf greet jaepurtence is seti-e 

Geet “heed ahesoceo* are ast er tiasiastie shows Graf? Jove. 
oo #& study ef 1500 Naval offenders showed many different 
men were troubled by economic problems or unfaithfulness 
at home, Hany showed family backgrounds with divorees broken 
havece. on. nirtrvateent. there were SSRI PRET n 
paaene Poston mvanntevettet” 
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to Solve the difficwlt per sonal Grae? paced 

emotional tensions. antive ga set eftem suedsecstul. 
SeloThe prestige of hie job is of great importance in moti- 
Vating-each man, Lack of prestige is asualiy oné reson — 
that "head cleaner s* are not enthusiastic about their fobs. 
But the attitudes of the crew and then naclnatbentrented can 
and instill « spirit of Srionty “competition “uit dv6 Woo % 
hinve to carry it outs” The problem is mush #implified wien 
domaine vi types of men who cen take pride in the elmplest 


ool) in order for an appeal to patrietien to Garry wash “~~ 
Weight the patriotiem should carry prestige. It has been 
obvious that patriotism was more popular, en4 because of 
the popularity more 6ffective as 8 motive in tinss 6f var 
caneion arent cS apenas are 6nid to be more 
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successful when they are specific and are almed.at indivi- 


duals of smaller groups. Also it is usuelly that 
appealing > sndleinearietndineseneee 
Refer to technicue fit... ae Fs , seee?s The PITS BS ats, 


One of Davic' principles of. morele.is the. maser oa 
a the armed services understand this 
and'now attempt to find outs usually by surveys what.the. - 
a and present&tion of the facte. It 
eoption. vstalber: Stremyc:ttiaunat: Direster of; theOpinien Ree 
Search Corporation, Chivages pointed out. that almost univer 
saly labor does not umierstand managements probleme, Yorkers 
Anson concerns estimeted company profits at about 60% of : 

|e vile in reality At-we.about Gf. Certainly, it 
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the great wajority of soldiers believed that they were 
doomed to die. _& series of pemphlete faving facts wane & 
distributed to inform the nen better of the situation” — 
Cheek-liat techniques #45 end 51 stress the shove pointes 
ree wmere.exietevAt 12 woully Decanse the mn are not 
: informed, “To deny a runary repeat the fasbes 1. 
st. the rumor. Rumors are spread by word of 
when you = ooeliiiee yeaa f2a8 ‘spreading » runor.* oom "aad 
An experinentad. ‘study group of napa sities fm.te ei. 
to  runor contest progran over the radios which 
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needs to learn it. (2) A man learn’ and renenbere best ° 
when the subjcot is closely tied to that already knowns) 8 °> 
(3) A person attends to one item of experience ate times” 

he Gennot do tw things at onoey unlees one of these 1e °° 
dieceigl etary hava teat taad-te- attention is necessary, - 

ie Later to we his new faote ont skills, 
Sehauadiannaaianeiiin Mendenhall 

| ¢@Mowea the Learning exhibited by verious pilote, The — 
aiOunt learned from recognition was low while the pilots 
SP Wath sng Te tae 0; 0:5) tet Leevnsng Aperreenedity 
t@"Wch Amproved results when the pilote were aboard eariers, 
dOttaa ng torent eonbet comes.” “Ne nen tonsa four:pranoiptews— 
quite” generally asceptea. 
wen 4 om 1, is auare of a bow 2, understends the 
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Indootrinetion Literature and training matePial aust 

be presented in a form the bluc jackets will accepts Cleverly 
@esigned handbooks have wany times proved much more effeo- 
tive than any nusber of lecturers, orders; "and regulation 
boo! chnique #45 includes mention of the handbooks. 
meuber, you #re here to work." © en we fore Bap 
 ~BOPO Bugene B. Raple presented « pleture of thé sohodhing 

‘Methods avadiabte to 1miwtriar® eaployees and: he’ expr eased 
the opinion that they were not completely sataefactary. 
We was looking for better msthods, One concrete sugestion 
Gonderned esting. © He notices’ a two hunkree pereet ih- 
_ inthe aera ema an the field 
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Some other principles conoerning training: aret §Oreate  °~ 
eGequate interests, attitudes, and purposes, Goals and - 
standards must be adapted to pupil ability, Nexinum ef © 
‘ficiency dewania a definite objective, Reward and praise —~ 
may be effective mistsbbtiie Punishment. probably has 1in- 
B | attitudes tovard rancaghersmunesanseniv tet 


chemacgives gqualifiéa Tor promoti: 


portant than the ehanges thomselves, In one of 

Anghouse expriments an inorease in lighting produted a © 
of AlLumination was experimented with again 2t was lowered 
‘Belew the original value and production ineressed otf11 © ©: 
more. Almost any change ao duitanbempanaiees  ag*er% 
teken<an ‘WherPight spirit. The following things can 

help to prevent boredom and fatiguer 1, ‘Take frequent ~~ 
Pest pauses, 2, Change the nature of the aeti vit y; 3) Com” 
pete with others snd vith youself, 4, Section the tien into 
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techniques @ld» 16, 28, SS» and 25.ineluie the above prin-. . 
eiples. @i 4 forial sows rae vw hargt +. i% 14 2 Sore 
elverecs should, be atti in. oak aealitiale between officers 

and men. for exaaples some promotion systens are supposedly 
based.on merits the best man to get the job if qualified, 
but in faet, they may not effect mmarrerggret 
4 prerens.2088 tre. men cia ae consider pene hd Tyee, guel fica? or S premotor 
fiom but. that the officers seem to consider then net qual 
‘fled. 1%, 4a, omy. fair that Af. a mim. ie, qualithed de. dost | 
de considred automatically, and that if he is not qualified 
. igeliamea emeemaniied fact... This requires up, to. 

il ords, Decisions must be based on facts, 
nee on vague mprrsy Techniques #58, 42, and 45 attespt_ 
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papenigen upon what, the. trade mtoniote hay, inte ated 
‘hey. want to accomplish or the conditions they seek to create 
oF find in industry, and variow managerial principles from 
SRA. 200 ee, mary. Sete, Grievance items which apply... 
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1. She greatest cause of controversy is tm be found in 
the misuse of managerial power and authority. It is a more 
@ecisive force than the profit motive, «<< . 9 9% “»et &» 
sto & Amy eontroWersies arising areto be subject to the 
“Grievance procedure*,. <8) © =f) 6 oeewleins. 
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The steps presented by R. CG. Davis for improving morale 
are agtually steps for handling grievances, except that no 
step in listed for making the complaint, 
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A conclusion drawn by Young was that "The 44 justem tof 
an individual to his task involves a variety of interrelated. — 
‘factors, & number of which have been studied experimentally. 
Among these are the aubjoet's unterotending of the aature 
of his tasks his method of working, thé visul°and other © 
eheck-list techniques fh4» 36, 42-44, 46 and 64, Young = 
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of the individusl, It has proved much more successful if 
bonus pay 1s given ae a separate cheek, something obviously 
éxtra.”” ‘This principle would seen applicable te the Navy. 
Special pay is awarded in the Navy for special duties and .. 
lost in the regular pay. ‘The principle from industry would 
seem to indicate that more incentive value would be obtained 
by the Navy if a plan were adopted of separating the special 
money, possibly by distributing monthly standard $5.00 checks. 
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All writers on military leadership emphasize the need > 
for discipline to be developed, in order that obedience may 
be satisfactory, particularly under the stress of battle. «~ 
The term “diseipline" has changed thoughout the years. ach 
writer defines discipline to suit himself. Diseipline is - 
six dictionary meanings for the word discipline: 
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 Yriters on injustrial management often attempt to préve 
thet discipline is not necessary, because more democratic 
methods, in many exemples have produced better morale » have 
increased production, and have improved efficiensy. . Some 
Plhine by consent, labor-management conferences, consultive 
Supervision, participation by labor in the sanagement fun- 
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Gritics of the Army ana Navy generally think of military © 
discipline in terms of definitions #4 and the first half in«. 
OP°OG5 2K are 4 Pax condi selors chide ape epceptabie. te R 


“Military leaders usually cite some exemple to prove ©. : 
the need for disciplines General Sherman wrote ss follows 
gundedeand. tm Fives navnt.a bd amt 


We hed good organiz 
ashecien (no common eae in a situation of 
-. rity, no real knowledge of wary 
fast the othe: 7 have run," | Say 
i Sen States citizens are its arty=l oving 
There are 2 many oxee quetetiens ont Sanne 8 available 
ROR Ll Strict regism a8 
as earliest history to the pecmt lige ea 
: a2. & Rn 
as ~ am that military effieieney depmds in no 
aRaeeo.ted peetedures amd ee theds ore 
upon Rey wall See officers aad oa get ee 
Sees aa text * 


» the achig ventas of their connon goal. ~ da 
'$ are tlese shen 


wag deslasl ons 

jacket's ee ectiveness 2s well as s taste of 2 So 

‘a OF & 4 SERLETS 2 eoenane 

(Ther ttle real disegreement haa the 

| . Ae LP diesiy ine af "eae Melly eee PhS 

tank” qooter.s of today » the industriel leaders, 
and piscngen of the physiqna Sr 

tae of te aad the U. 8. oh tise Ons t 
= 


decir able, 


i nae 


€ 


esses ge “st sere - zersunsh 


Py. A, sagen VPrinelpies of Mowipliniags * pecan 
titeve AOR « L645), Wei. es PG. oe» Pipe Lél~i ee 


————— 


° 


« 


i. Se 
tes eae ‘ , =" >< 
"7 ; 1 acer 3 


" P] 

<a ts Se. ae a oe a a bee > Pes Saas et é oft « : 
>) : Ma, ae Fras To ae dT a es 1 ? rv. 

‘ : ~ St ee As in rs o8 SR ee é ‘ss 5 Seo aS +3 i 


i 2s | . . . ¥ 
7 va — re a ” 7 on r uf nie PS are i. ie os x ’ 7 4 até 
LORE aE ge kee eo 


“ 
‘ 
é e 
a 
~* - j 
- 
* hn ? 
¢ 
‘ > a 
a 
’ i, ee 2 
. 
. Ff e ~<a eo « ¢ ~. 
r ‘ f 
, a a £ 
. 2 
A ae ee 
> qn cops ple 
e 
z +e Dine 2 ae : "> ane < a. 
é ‘ 7, ret Pa 
* g ~/_ > F&F ” 
” =) wad @e a . aes 
- 4 be q 
, oe “ @eis s 
¥ * s ‘ 
7 J T ‘ 
J . 
‘ DS! aet oar sf 
\ ; 
3% > 
- eo ge 
. “7 
he 
+ > 
7 ‘ 
7 v 
¥-% Pa 
oy A 4 ad 
4 id 
— 
‘ 
> 
‘ ’ ¥ 
. * 
- Fa) 
- a 2D 
} 
n 


state of Giscipline is desirable. The only. 4ifferencescon- 
cern definitions and beliefs concerning military 4isoipline. 
persons, with few exceptions, or which are verified by facts: 

1. Good diseipline ds a. of education ana 
punishment ds a.last resorte, 6.) 44 be mere ond 

2. & well disciplined outfit needs little punishment. 

3. Punishmamt ida the negative 

4+. Hass punishment should. be avoided... gee by 

6. United. States citizens are liberty-loving and 
—« #) MOG a8 emenable to strict reginentation.as some. — 
ooreess Peoples. aft pimishecnt ke arrived st the e@oneDus- 
ion 6+ Standardized procedures ani oe thods are desirable 
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The less desirable regults stem from the fact that = negative 
attitule resulting trom the punishmmt usually lasts and be 
cones 4 notive destructive to good morale... The general psy- 
chology of the above conclusions is incluled in techniques 
55-57. ny 

the Army Air Forces Aviation Psychology Programs after 
analysing extensive data on Air Forces Officers and mens 
‘thesie that the adequ-te stimulus for fear is an intense and 
highly motivated situation wine the individual has no — 
adequate means of adjustment." ~ Pennington saldy comerning 
soldiers, "They retreat when they feel they sre weaker then 
Paa.cn.0ny.,, They aktagk whent e .strongeror..yheg. their 
- BOLution t this is to give them something to do thet will, 
| RAquire agtion end thought, or forthe leader te ‘easement 
that might inspire s feeling of security ond. 


The factors thet were found to heve reduced fear were: 
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“the etory co: Horsemen* of football 
fame was told by Knute Rockne. The story concerned an 
important Notre Dame game. It occurred during the year 
when publicity for the *"Four Horsemen® had reeched a point 
where Coach Kookne was concerned about the influence it had 
upon the team itself, When the game started, he put in the 
Line-up the “Horsemen* with the second string line. They 
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were playing a very strong team. As the game progressed, 
Notre Dame was gradually being driven backward toward the 
wrong goal line. Just as the opposing team was about to 
score, he put in the first line. They stopped the advance 
and Notre Dame went on to win the game. 
Speaking to the team after the games Rockne said, "Now 
you “Four Horsemen" have seen and read a lot about your per= 
formances so much so I got to fear it was going to your 
heads, You saw what happened in the game today. The rea= 
son I aia what I aid was to impress on you the fact that — 
the "Four liorsaen* could not accomplish much without the 
Seven Mules in front of them ys ae 
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problem, He was neither a leader no? s good seaman. He 
had been advanced several times to the rate of second class 
petty officer, ani once during his career, he had been af- 
vanced higher to first class petty officer, Almost as many 
times he had been demoted, for at the time of this story 
he wes a third class petty officer, Most of his old friends 
and contemporaries had long since become chief petty officers 
ana werrant officers. Though Boats habitually staggered 
back from liberty completely inebriated, the commanding 
these Petonen poe ee Se 
to make the most of his drunken sailor. ¢ 
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Fewults setually ovtaineds 62 °° © principlos of motivation, 

‘bis 2% showla be noted here, thet when ‘the Gonna ding “or 
‘fiwer finally Left the Ghip, Boats hed achieved tty rating 
of first class petty officer, Ne was doing an exdél lent job 
of leading about eighteen mens he vas taking better cire of 
his men then of himself, an@-he hed not been drunk for one 


yours oe @ leadership problem to use the check-list, or the 


@hecklist might be used as ene assignment in a Navy leadership school, 
The scope of motivation in the Navy has been limited two 

Waye in thic check-liet, namely: 
A The broad problea of cbtaining maximum efficiency from per 
sonmei can be divided into five classifications, This check 
Iiet hae been arranged to d4éal primarily with the last or fifth 
classification and the others only when they are interrelated 
or bear on it, 

Planning work to avoid waste time, energy, and material, 

Organizing men into an effective team. 

Contes tang men by requiring specific behavior. 


Training nen, or obtaining trained and able meh, 


‘Motivating individuals to to exert most oftective effertte 
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A PRACTICAL CHECK-LIST OF MOTIVATION TECHNIQUES 
FOR USE BY THE UNITED STATES NAVY 


Object: To aid officers in maintaining personnel in the highest state 
of efficiency, usefulness, enthusiasm for the service, and 
readiness for emergencies, 

This is an attempt to condense and organize a very broad field 
into a check-list of practical use, Being a collection of generally 
approved, used, and accepted techniques or principles of motivation, 
this list is expected to aid officers in recalling _ items rather 
than to present something new. It might be used by an officer when one 
or more men are slack or negligent in their duties, He might use it 
about once every six months, when he has a free half hour, to review 
quickly his personnel program, He might ask a petty officer who has 
just mishandled a leadership problem to use the check-list, or the 
check-list might be used as ene assignment in a Navy leadership school, 

The scope of motivation in the Navy has been limited two 
ways in this check-list, namely: 

A. The broad problem of obtaining maximum efficiency from per—- 
sonnel can be divided into five classifications, This check 
list has been arranged to déal primarily with the last or fifth 
classification and the others only when they are interrelated 
or bear on it, 

1, Planning work to avoid waste time, energy, and material, 

2. Organizing men into an effective team, 


3. Controlling men by requiring specific behavior. 
4, Training men, or obtaining trained and able men, 


5, Motivating individuals to exert most effective efforts. 


(1) 
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B. This list has been limited to the consideration of personnel 
as individuals, It fits best the case of an officer who is 
evaluating the personnel situation within his unit by considera-- 
tion of each man individually, but this list, with a few modi- 
fications, would-be helpful to an officer considering a large 
group as a whole, even the entire Navy. In the last event, 
it is necessary to determine accurately what the average man, 
or the majority thinks, believes, and desires, In the interest 
of simplicity this list is pointed toward the individual approa.;’ 
Section I of the check-list is a series of questions which are 
not designed to yield a score nor to indicate whether conditions are 
relatively good or bad, Instead, they are intended to point out 
leadership areas where there might be room for improvement. Section 
II is a list of techniques suggested for improvements that might be 
indicated by Section I and pointed out by the reference numbers, 
In order to aim this check-list specifically at an individual, 
indicate here in writing his name or the name of his job. 


i eee 


Name or Job 


SECTION I 

Answer all of the following questions, Check either (Yes), 
(7), or (No). You may rightly feel that you have insufficient in-~ 
formation to support a positive answer, In that case, check the §7). 


The information may be obtained by observing the man's actions, by 


( 2) 
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interviewing him, by questioning others who know him, or by asking 
him to fill out and answer a questionaire, The questions are 
arranged roughly in that order, The questions, in general, easiest 
to answer, or those a leader should know through observation of 
the man, are first, Those which might require interviews are 
second, The last questions are most difficult to answer, and for 


them, a questionaire might sometimes be advisable, 


Questions to Locate Areas Answer Reference to 
for Possible Improvement _ (Yes) (27) (No) _ Techniques 
Has he some outstanding skill or imowledge? (14s) (7) (ie) 3.4,9,11,14, 

4 15, 36,39,40 
Is his name widelyknown aboard ship and (Yes) (7) (No) 1,3,4,5,9, 
in other ships or stations? 36,48 


~ 
Does he have several good friends among (Yes) (7) (No) 5,9,12,35 
the crew? 


= 
Can he write home with pride about his job (Yes) (?) (No) 10,19, 


20,21, 
in the Navy? 24,36,42,48 
Xe 
Does he feel that routines such as maintene(Yes)(7?) (No) 16,37,43,26, 
ance check-off lists are helpful? 28 : 
Val 
Does he feel capable of accomplishing the (Yes)(7)(No) 14,18,36,39, 
i 40,41, 42,43, 
job? a 
ae * 
Is he eager to learn his job or to pursue (Yes)(?)(No) 14,15,16,17, 
his studies? 41,42,44,46 
ret 
Is he effectively busy? (Yes) (7) (No) ee, 
- ora 4 
Do his officers know his problems and (Yes) (7) (No) 22,23,26,27, 
ive help or consideration when possible? 30, 29,34, 39, 
‘ r ~~ 50,51 
? 
Has he made any special requests lately? (Yes) (7?) (No) 23,24,25,30 
a 
Does he generally accept suggestions in (Yes) (7) (No) 18,31,45,47, 
a spirit of willing cooperation? pe ali 
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Does he follow the group and conform 
to custom or the majority? 


Does he take opportunities to throw 
his weight around, to dominate others? 
Does he accept responsibility? 

Does he speak of the ship's crew and 
teams as "We"? 


Does he feel the job is good enough for 
him? 


Is he working well in order that he will 
be transferred to other cuty? 


Does he feel his work is appreciated? 
Do his family and friends know his Navy 
reputation, if it is good? 


Is he proud to be identified as a member 
of the Navy? 


Does he know exactly what constitutes 
satisfactory performance in this job? 


Is he proud to be known as one of the crew 


of this ship? 
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a 

(Yes) (?) (No) 12,31,33,35, 
45,47,52,56, 
57,32 


prs 
(Yes) (7) (No) 41,42,46,47, 
54 


a 
(Yes) (7) (No) 23,44,46,47, 
50,52 


? 


(Yes) (7) (io) 4,5,6,7,8, 


um : ; 
(Yes) (7) (No) 11,13,14,19, 
31,33, 36,37, 
~ 
(Yes) (7) (No) 17,24, 25,50, 
nT <a rae 
21,39,48 


“ 
(Yes) (7) (No) 1,2,3,5,6,20, 
29 


Y 
(Yes) (7) (No) 1,2,6,7,8,16, 


r) 
— 


(Yes) (7)(No) 1,26,37,38 


ee =. 
(Yes) (7) (No) 1,5,6,7,8,13, 
15,27,29,48 


a 
Does he feel that he is progressing toward (Yes) (?7)(No) 15,36,37,38, 


some future goal or aim in life? 


Does he feel his time is well spent and 
not wasted? 


Does he consider his job of value to the 
Navy? 


Do his dependents, if any, have satisfac- 
tory living conditions? 


Is he reasonably well-satisfied with his 
income? 


( 4) 


41, 42,43 


os 
(Yes) (7)(No) 10,16,17,21, 
24,36, 38,41, 

3 


Aa ; 
(Yes) (7) (No) 17,21,24,36, 
43 


“ } 
(Yes) (?) (No) 22,23,24,27, 
48 


v 
(Yes) (7) (No) 22,23,24,27, 
43,48 
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Is his feeling of personal importance 
in the organization about correct? 


Does he believe that any existing un- 
desirable conditions are reasonably 
necessary? 


Does he believe that his requests are 
considered? 
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As 
(Yes) (7) (No) 58,4,11,13, 
14,21 


“ 
(Yes) (7) (No) 25,34,43 


z - 
(Yes) (7) (No) 22,23,27, 
34,48 
ie 


Does he notice that in some ways the ship(Yes}(?)(No) 44,46,54 


seems to be run left—handed or awkwardly? 


Does he know and comply with ship's 
orders? y 


(Yes) (7) (No) 34,40,43,52, 
53 
sich 


Does he believe his leaders are doing all(Yes)(?)(No) 27,34,39,43, 
a 


they honestly can to help him as an ind 


idivual? 

Does he think his leaders "know the 
score", or understand what really goes 
on and what should be done? 


Does he believe that the better breaks 
go to those who perform best? 


Does he believe that in each case the 
man promoted is the best man? 


Does he feel free to do as he pleases, 
within reasonable limits? 


Would he do as well if the threat of 
Naval discipline were removed? 


« (5) 


LY 
(Yes) (7) (No) 23,26, 30,32, 
39,49,50,51, 
53,58, 39 


ie 

(Yes) (7) (No) 23, 32,37,39, 

54 
Y 
(Yes) (?) (No) 32,37,39,54 
v4 

(Yes)(?) (No) 33,35,45,50, 

51, 53 


5 


(Yes)(7) (No) 28,50,56,57 
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SECTION If 


SUGGESTED TECHNIQUES OF MOTIVATION 

The foregoing section was a list of questions designed to 
indicate sources of trouble or areas of possible improvement. 
If your answer to any of those questions was (No), it is suggested 
that you refer to those techniques indicated by numbers immediately 
following the (No). To do this, first check each technique below 
to which reference was made, You may happen to place several checks 
in front of some techniques, Examine all suggestions so pointed 
out. Those techniques checked several times tend to be more im 
portant than those checked only once. Select and try those which 
are applicable, not already in use, and which fall under your 


jurisdiction or authority. 


Item Check Suggested Techniques 

No. ere of Motivation 

de | Promote good press relations, Help to obtain a good 
/ reputation for the man, the ship, and the uniform 


by supplying news items to local papers, home 
town newspapers, the negro press, Our Navy, All 


Hands, and sometimes the Army and Navy Journal, 


Be Cooperate with local, social clubs, and organiz- 
ations, Help him to meet civilians, to make friends. 
Arrange ball games between the ship's team and 
local clubs, 


3e Develop a good nickname for him, one which will 
enhance his reputation, It will spread. A marine 
of no particular reputation was given the name, 
"Firepower Morgan", He soon had the fame of being 
a real fighting man, which he was, and he improved. 


4, Arrange a mutual admiration society. It will 
/ often happen that by their mutual compliments they 
will convince other people of their own excellence, 
and they may even convince themselves, This works 
especially well when both persons hold about equal 
rates. | 
(6) 
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Be Give a ship's party of the type the men want, It 
should be more than recreation for the men, It 
should help each one to make friends, It should give 
recognition to outstanding dancers, musicians, etc, 
It should help to satisfy friends and wives, potent 
factors, 


66 / Give dignity and a personal touch, When you have ar~ 
ranged parties, Christmas celebrations, or commenda- 
tions, it will sometimes pay to maia invitations to 
the homes of those who should be invited, When a man 
merits commendation a letter to his family, from his 
officer, will score a hit. 


Ve Use an insignia for the ship or unit, Make it good, 
full of meaning, and simple enough to stencil, if 
possible, Use it on party programs, baseball shirts, 
or a battle flag. A good slogan may be used the same 
WaYe 


Be See that there are souvenirs of the unit available, 
These may be pictures, insignia, emblems, stickers, 
junk jewelry, or ship's pamphlets, Decalcomanias, 
i.,e., transfers, are quite cheap and very popular, 
as are book matches. 


9. Each man, if at all possible, should be known as 
unique in some desirable way. He should be famous 
for something, whether it b= aS best poker player, 
best acey-ducey player, best vision, strongest, best 
electrician, or best gufiner, At least his officers 
should know his name, 


10. Give him some blatently obvious compliment, honest 
A of course, but obvious enovgh to be almost funny. 
An example is a fake newspaper headline saying the 
ship is saved because Homer Brown is back from leave. 
He laughs, but likes it, 


ll. Ask his opinion on some important problem in the fielc. 
of his specialty. Usually it will flatter him, start 
his thoughts, and secure increased cooperation from 
him, however, do not do this so often it indicates 
your ignorance or inability to make a decision, Seek 
to extend the areas in which he can make decisions, 
Taking orders &s drudgery, but participation in 
planning and solving problems gives meaning to life and 
is a good method of developing men, 
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Teach him the ways of men and how to get along with 
them, One good suggestion given tactfully might make 
him one of the boys instead of an outcast, This is 
difficult as it enters the fields of psychiatry and 
psychology, but sometimes it will be possible to 
effectively point out a major personality weakness, 
His family hiétory might throw light on the problem, 


Respect his rate or status in the Navy. There is 
more to be gained from promoting his pride than from 
breaking it. If he thinks he is good, let him show 
it. Give ample apportunity, Many bluejackets 
dislike going back to school because they are usually 
treated as recruits, 


Get the right man in the right job. Select for your 
organization only those men who are interested in the 
work to be done, and, if that does not solve the 
problem, place each man in the job which most interests 
hin, The ideal situation is usually impossible, but 
the closer it is approached, the more performance will 
improve. Consider his abilities in the same way, He 
will be inefficient if the job is too difficult. He 
will be inefficient if the job is too easy and no 
challenge, 


Allow him to branch out and specialize along a line 


a Sewhich interests him, If he shows interest in any“ 
ee or activity, give him all the support possible 
4Mto help him form a team or get the activity moving. 


He will be rightfully proud of accomplishment and the 
ship should benefit. 


Develope his interest in the subject or the job. 

a an inspiring talk. Appeal to his imagination 
vizualizations, magnification, inflation, stimu- 
ing case probisuié, questions, charts, pictures, 


@aesand cartoons. Suprise and shock him to gain atten- 


tion and interest. If there is a job that fits the 
man, first interest him in the job, then let him have 
that job. See that his leaders are enthusiastic, 
Interest is contagious, Make your own interest in- 


fectious,. 
Persuade him to the task, Use B&lesmanship to ex- 


plain away his objeetions, to show facts, to give 
eXaimles, and to show the advantages, the disadvantages. 
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the easy way, and the hard way, Give a pep talk, 
Acting ability is extremely valuable. Appeal to his 
sense of duty, fairness, or moral code, It will 
sometimes move him to greater action, but in general, 
this motivation is not strong enough to move him 

if he believes that by so doing he stands to lose in 
some way. Such a sacrifice would appeal to hin only 
if he were assured of regaining the loss, and pos= 
sitly more, 


Get the majority of the crew moving on the desired 
project, It will probably gather momentum and attrac: 
hin, He will probably join the stampede. 


Give every job in the ship a simple title which can 
be used with pride in a letter home, Every mother's 
son should be in charge of something, Ideally the 
job should be a pkeasure and a reward in itself, 


Publish his results in a competition or task at which 
he excelled, Competition is usually valuable because 
it is a chance to prove ones worth, Individual con- 
petition is superior to group competition, and a sys%u - 
of competition in which he attempts to beat a stand- 
erd or past record is better than a system in which 
one Man wins and the rest lose, better that is for 
notvivating the individual nan, 


Give congratuations, praise, recognition, credit, an-. 
commendations whenever possible. This has been 
Eroved to be more effective in general than noting 
cniy poor performance, reprinanding, blaning, and 
criticising, However, when praising is done excess- 
ively, it tends to lose effectiveness, Give more pr:.. 
than is due, but only when it is due, Reprimanding 
‘s, however, a uSeful art. One useful statement in 
seni-~reproof is, "I want to commend you, Just give 
ne a chance," 


Show interest in the welvare of each man, Try to 
give uim what he feels is ntedec if it is compatable 
‘ith the needs of the sevice, Sse that he under- 
stands the needs or objestives of the Navy. 


#ind out what he really wants, Many officers make n‘:-- 


takes here. Often he caniuot express his inner wants 


er does not know them, “hings ik. appreciation, rec: 
ognition, social acceptaice, fairness, and religion 
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are sometimes hard to ask for, Some sailors do not 
like to inquire about promotion or even ask for 
ieave, but expect their officers to offer these when 
deserved, lLa&iness is a symptom of insufficient 
mMotiviation, Find the trouble and rectify it. 
Elininate conflicts and develop useful motives, It 
is gocd to schedule interviews each quarter in order 
to get every nan, At that time. many routine things 
couid aiso be checked off, such as fitness reports, 
beneficiaries, service records, qualifications, etc, 


Rewards and prizes can be used to increase effective 
effort, Knowing what he wants will help you select 
prizes in the 'toin of the realn!! or things he wants. 
If he especially needs money, help hin qualify for 
Special pay, However, extra liberty might mean more 
to hin, A good example was a brass ash tray nade 
personally by the commanding officer with his sig- 
nature etched on it, The men wanted that prize. — 
Sometimes promise him what he desires as a reward, 
but_keep your word. Never promise anything you cannot 
faithfully deliver, 


Do hin a favor, but to obligate him will often show 
adverse results, Most men do not like to feel obli- 
gated to anyone, He might be very happy to do you 
afavor, It is better this way, as long as the 

favor does not obligate you as an officer, An oc- 
casional sacrifice, for the good of the ship or the 
service, usually heips to stirmlate morale. A man 
usually feels a little bit noble about doing such a 
thing as volunteering to teke the duty during a ship's 


partys 


ae inspections carefully, locate important troubles. 


ise the ship's standards, and improve morale, Give 
praise where it is due, Criticize dust when it is a 
week cold, not when it is a thirty ninutes accumla- 
tica. De not waste two days preparing for Saturday's 
inspection, Make them know they are there for a 
purpose. One example is the captain who would ask 
mon where they had purchased the uniforms, He would 
compliment the good purchases, but he hunted for thosc 
who had been cheated in order to go after the tailors, 
He thus took an interest in his uen, 


( 10) 


ton +o ane emo2 .tot das of raed on ots 
70oT tas Se Meee See neeaeas as oats 
, backs okt ateottte stedt 


le ‘ ? * ma wy # "% ‘ a hs 
‘Magy tye 1 Bite sa tape 
8 — i 
e a - : a 
aa ot - . 
— a 


Bee ane 


28 


29. 


306 


3l. 


326 


/// 


133 


Help him in satisfying his needs by such means as 
obtaining financial credit in emergencies, arranging 
legal matters, writing requests for shore duty, and 
obtaining service benefits, 


Help him to have ways and means for recreation, Health 
is an important factor in his efficiency, but don't 
force physical health on him at the expense of mental 
health, or morale, The health giving benefits of the 
athletic facilities at Pearl Harbor were nulified 

to a great extent when ships were directed to send 
quotas for recreation. Recreating by the numbers 

is not fun, 


Give personal attention, if only in the form of an 
interested attitude, to marriages, sickness in the 
fanily, new babies, and birthdays, It might be wise 
to send announcements of marriages or births in which 
ehief petty officers are concerned to the Arny and 
Navy Journal, It would be well to have the cook 
Maintain an up to date file of the birth dates of all 
crew nembers in order to be ready with cakes, Don't 
show favoritism by giving cakes for sone birthdays 
but not all, ~ 


If his attitude is less than desirable because of a 
fear of the job, or battle, or responsibility, that 
fear can be lessened by further explanation of the 
facts, explanation of the enemy, explanation of the 
plan and policy, and by providing some helpful 

device as a gun, or a helmet, Some factors reducing 
fear are confidence, morale, effective activity, 
social stimulation, humor, self-control, praying, and 
feeling lucky. — ; 


Resist his system and his demands by agreenent with 
his arguments but not his assumptions, Attacking 
his logic attacks him personally, Sometimes it is 
possible to accept his ideas but to add something to 
nullify then, 


Determine who are the natural leaders, those whom the 
mon follow in their informal social groups, If 
possible, these are the ones who should develop:: 

into the official leaders, This cces not mean the 
loud chow-how boys who usually 3.224 the first day or 
two, 
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x, Give him an opportunity to try leading officially, 


ee sp@et him sign a few more papers. Leading petty officers 


 4yepaiice to see also their own signatures on such as the 


damage control bills, 


" Recognize his complaints. Grievances should have some 
outlet. They are real to him, and you might as well 
accept them as a problem, Set up a procedure for 
locating and resolving his grievances, Come to an 
understanding, At ieast let him talk it out. An 
officer only fools himself when he says his door is 
open to all grievances, Only a few walk in. Griev- 
ances should be settled as quickly as possible and 

as near-the source as possible. Ideally, the man's 


immediate superior should be able to settle the thing. 


The ain is to settle it to everyone's satisfaction, 
and that cannot be if the grievance is blocked by 
sone officer, The man with a grievance should be able 
to wait until a session when all grievances are in- 
vited, or he should be able to put it on a simple 
Tequest biank and take it to a request mast. After 


satisfying the individual it is desirable to remove 


the cause of similar complaints throughout the ship. 
Interviews with men being discharged are helpful, 


ASrrange to give hin an independent job for a change. 
In fact, it has been shown that almost any change, 
such as ventilation of lighting, will increase pro- 
duction if it is made in an honest effort to consider 
the needs of the individual, 


Assign him some taak of special importance at which 
he can succeed, sr when starting hin on a new type 


03 talk, make it first. an easy task at which he can 


succeed. Definite success increases interest, pride, 
and confidence, Fit a takk to the man, 


Set definite standards of performance, An accurate 
goal, usually in itself improves performance, It 
permits a sort of quality control. It enables a more 
accurate measurerient of performance as a basis of 
proficiency marks, or a competition, There should 

be understandable specifications telling when the tazk 
is completed, what is satisfactory performance, what 
is perfect performance, and what is the best record 
ever made, It must be a goal he can reasonably ex- 
pect to be able to agbain. lLearning is much acceler- 
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ated when there is a recognized, immediate goal. 
Pilots learn safety precautions faster after a recent 
crash, , 


Set a progressive or moving goal, one that lets hin 
know hour by hour, day by day, and year by year whether 
or not he is doing satisfactorily and improving. It 
may be his schedule for self-education, or for ad- 
vancenent in rating, or a graph of work done vs, the 
date to measure his progress. 


_Know your men, their achievements, interests, and 


abilities, Sometines items of family history will be 
important. Keep a notebook and records of your nen, 
Jot down observations, good and bad, as they occur. 
Records will back up such things as proficiency marks, 
pronotions, rewards, and privilédges. Your records 
will help to gain you a reputation for fairness, They 
will help to prevent wasting a man's time by giving 
the same lecture several times, If you should desire 
that your juniors keep theinotebdooks, it would be well 
to supply them with notebooks printed to facilitate 
the records, 


Give hin sufficient authority to carry out his orders, 
This may seem like an unnecessary caution, yet it 
constitutes one of the greatest complaints offered 

by men who are supposed to get a job done. 


Help hin ty giving guidance, -such as the now popular 
career planning, Help hin get savings started if he 

so desires, Give hin any help that he might reason- 
ably desire in perforning the tasks you assign, Advise 
hin how to get information, A word to the radar 
operator at the right time will simplify his problen, 


Help him to whieve success by developing his abilities 
and skills, Give general and specific training and 
education to increase both interests and abilities, 
Tests of interests, achievement, and knowledge, 

given apart from any formal course of study can, in 
themselves, increase interest, 


Give orientation in the local situation, indoctrination, 
in customs, rules, regulations, routine, policies, and 
objectives, Help him to see how the Navy's needs 
relate to his own needs, wants, and values, A ship's 
handbook is extremely valuable, It is usually more 
interesting than the ship's orders, better understood 
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more widely distributed, and much appreciated as a 
souvenier, He should have a simple organization 

chart to show where he fits in, He should have anothe 
chart to show his avenues of promotion, with qualif- 
ication references indicated, 


444 . Teach a problem solving attitude, because a strict, 
/ bookkeeper mind will not see an exception to the 
ru3e when it is necessary, Teach a "can do" atti- 
tude, It is possible to develope a crew to the 
point that they are confident and eager to accept 
each challenge to show again they "can do anything" 


45, Hold an informal conference to plan the project if 
If practicable. If the participants can hold a complete 
discussion seeing all sides and find a mutual decis- 
ion they will have a better understanding and a better 
Spirit of cooperation, Participation gives a man 
nore satisfaction than following orders, As one 
opportunity, it is now required that the ship's welfare 
fund be spent through such discussion groups, cormosed 
of both officers and men, and subject to the conmanding 
officers approval, Conferences are excellent for 
training and indoctrinating, 
46, Help him by supplying a method to do the job, This 
// nay be conventional education and training, or it nay 
be more specific methods, Supply a better filing 
system, a findex,or notebooks Teach him to carry a 
notebook and to jot down ideas as they occur, In 
order that they may be saved and used, . Supply a 
trick to aid the memory, such as a rhyming scheme, 
Give hin a better machine or iat ; 
475 Habits and customs cause behavior to follow a pattern. 
// You can turn them to your advantage or kidl then, 
gave a Add new ones or change the old, Training should ain 
yoni 44, to build up good habits, Steering becomes a habit 
10p ? gas does swearing or handling battle telephones. If 
der pind for cu-the helmsman occasionally uses left rudder instead of 
of “Sys 9° — right, it might be a lack of understanding, or it nis’ 
© evitde a bad habit, eeg. misreading the compass, The 
pies “ig whe » customs. that guide hin are his own, not ones you 
ne eincine ™ try to impress on him, He must be convinced, 
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Give credit and recognition especially for new 

ideas, They are of value to the Navy and they give 
hin a strong sense of achievement, Whether you get 
the ideas through a suggestion box or a casual con- 
versation, appreciate them. Help him prepare then, 
submit them to the Navy, paptent them, publish then, 


Kee edic*> ,pprofit from them, or put them into use. See that 


52, H/ 
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tions like grievances, must have an outlet. 


He needs activity. He tends more to be happy and 
satisfied when busy. The activity is of greater 
value both to production and morale when it is useful 
activity, when he participates in the planning, when 
he understands, etc, This suggests closer attention 
to recreational facilities and education. 


Help hin by making decisions which he can count on, 

He may dislike delaying his plans because of his offi- 
cer's inability to decide, He needs a sense of 
security in handling his personnel affairs, 


Keep him informed as much as possible. The morning 
orders provide a good method as do bulletin boards, 
ship's papers, and morning quarters, Tell hin, if 


“at all possible, that the ship will be in New York 


City for the Fourth of July, His wife's parents may 
live there, Facts are the best means of combating 
rumors, Never repeat a runor, 


Require specific behavior by setting up rules, regu- 
lations, standard procecures, routine reports, res=- 
ponsibility, and an organization for checking, in- 
specting, and enforcing. This method is advisable 
to a limited extent. It includes no effort to get 
the maximum, willing effort from each bluejacket, 


Check your orders to remove any unnecessary, ex- 
cessively strict or harsh provisions, Orders are 
worthless when they are not practicable, but make 
certain that the orders, both written and oral, are 
readable, understandable, and reasonable. In general, 
control by too many orders does not elicit the will- 
ing cooperation and high morale of more flexible 
methods, 
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Organize his job well in order that he may work with 
out wasting time waiting for others, and so that he 
may fit into the team effectively. <A time and 
motion study might improve a gun crewor an engine 
room force, A process chart showing the actions of 
each man during each evolution or situation would 
help a crew to operate with a minimum number of men, 
A job analysis might show that he is overloaded with 
work, that he is responsible for more than his share. 
A flow of work analysis and organization analysis 
could show procedure bottle necks, 


A nuisance night be supplied which would so annoy 

hin when performance is not up to standard that he 
would come around and get in line, It might consist 
of excesSive questioning, fewer priviledges, or 

dirty jobs, This works, but is detrimental to morale. 
There are better ways, 


Use masts, courtsmartials, convictions, -and punish-e:- 
ments to enforce obedience and compliance only when 
necessary. Warnings and threats of discipline are 
undesirable in general, Threats are resented, 


Physical force may work sometimes to keep a man in 
line, but in general it is illegal, out of date, and 
unsuited to use in the present United States Navy. 


Use these techniques with an eye to the objective. 

For example, a petty officer may have excessive pride 
in his own personality or skill and he may only 

blame others for inefficiencies in his department 

or gang, In that case the motivation technique may be 
aimed at development of team spirit and pride in 
leadership. Rewards and recognitions may be given fo. 
overall results of the unit. Orientation can be 
planned to develop a better perspective. The famous 
"Four Horsemen" of football were given a new perspec- 
tive in one important game, They were on the losing 
end until the first string line was put in, 
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The Officer, whe supplied the story, made she following 
comment, *I think thie is an execllent plan, for it suggest 
ed other proeedwres we should heave tried on this fellow." 
Gases however exaggerated it may be, can not prove tiie _ 

. het he santarttenstiip enamine 
o>. ‘eed with success were incl uded among the checked 
joe: of motivation techniques, «4 fo 
might have improved the man's motivation even more, 
 @e which might have been alternative solutions. _ 

‘the greater number of times were the ones actually 
« shut used and found successful, Bee 
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‘States Navy, The title of this instrument is A Practice) — 
TheckeList of Motivation Techniques For Use By the United 
States Heavy. It is a different approach to one phase of » 
the old problem of leadership; an approach to iaprove moti- 
The techniques of motivation have been selected from 
a list of questions to be anaewered by the leader. The — 
more objectively the motives ani motivation of each mm. 
Il of the check-list is a list of fifty-eight techniques — 
which oan sometimes help motivate men of the Navy to perform 
their jobs more efficiently, usefully, and enthusiastically. 
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